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CHAPTER I

THE PROBLEM

Statement of the Problem

The purpose of this study is to determine how Michigan
principals spend time on the job.

Attention is focused upon

(1 ) the proportion of time principals spend on selected
tasks, and

(2 ) their perception of the tasks they consider

as critical for effective leadership in their current posi
tions.

The essential variables examined in the study were

secured through a mailed questionnaire completed by 288 ele
mentary, middle,

and senior high principals in Michigan

schools during May of the 1975-76 school year.

Need and Significance of the Study

This study is influenced by and designed to contribute
to three trends now affecting the principalship.
trends are

These

(1 ) the redefinition of the principal's role in

the educational process,

(2 ) the delineation of performance

objectives and competencies for the principalship, and

(3)

the development of more adequate pre- and in-service training
programs.

1
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2
Redefinition of principal's role

Much has been written about the accelerating pace of
change in American society and of its impact upon the govern
ance and management of American schools

(Harmon, 1970).

As

a consequence, the principalship today is different and more
difficult than it was a generation ago.

There are differences

between the duties, responsibilities, and problems of the
principal of a few years ago and today's administrator.
role of the principal includes two dimensions:
organizational and extra-organizational.

The

intra-

Both dimensions

place the principal at the very center of the political tur
bulence being experienced by public education today
1976).

Bailey

(1976)

(Cistone,

described today's principal as a

foreman— harassed by both management and labor.

He is a

lightning rod for complaints from teachers, pupils, parents,
custodial personnel, militants from various civic or anti
busing causes, superintendents,

school board members,

state

education department inspectors, police, mayors, evaluators,
accountants, and the media.

Aptitude and achievement scores

add to the harassment as the tumult and shoutings continue,
or are replaced by even more ominous cynicism and quiet.

The

principal is "trying to hose down educational brushfires
while dodging snipers from above and below"

(American School

Board Journal, 1976, p. 25).
The principal's role today is further complicated in
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situations where change puts him in the middle of a multi
plicity of conflicting pressures from these sources.

With

the constituencies of the school becoming increasingly vocal,
with conflicts among constituencies, and with frequent fractionalization within constituencies, pressures are increased.
The task of carving out an appropriate and effective posture
is made more difficult.

However,

"the principal's responsi

bilities now embrace the entire set of managerial and instruc
tional functions, and the principal is expected to cope in
spite of ambiguity, conflict and diversity in expectations,
power, and experience"

(Lessinger, 1975,

foreword).

There are many serious students of education today who
believe that the tradition of "30 children, a textbook, and
a teacher in the classroom" will disappear and that some
other form of instruction will become the prevailing mode in
education.

Changes in basic educational format would signif

icantly affect the role of the principal.

Many are calling

for changes now.
To cope with these anticipated changes, Thurmond

(1969)

called for the formation of two new positions to replace the
traditional principalship.

One, coordinator of learning,

would communicate directly with leaders of teacher teams
responsible for planning and organizing the activities of
groups of students.

The coordinator of learning would over

see the total instructional program and would report directly
to an individual responsible for the instructional program

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

of the entire school system.

A coordinator of administrative

services w ould be charged with the functional aspects of
school operation:
ary personnel.

secretaries, custodians,

and other auxili

His task would be to provide the personnel

and physical facilities necessary for supporting an adequate
instructional program.

He would report to a system-wide

individual responsible for administrative and management
o p e r ations.
Rand and English

(196 8) also believe the principalship

role may change:
Extraordinary pressures buffeting educational
systems today have cast the principalship into
troubled waters with the distinct possibility
that, given the present trend, it will become
little more than a figurehead role in the
future.
(p. 264)
Rand and English called for a differentiated teaching staff,
with the principal being judged by the quality of professional
relationships and cooperation he cultivates within the sys
tem.

Instructional and management duties w o u l d be carried

out by individuals with such titles as teaching research
associate,

teaching curriculum associate, senior teacher, and

school manager.
Trump

(1972) represents a currently popular view that

the chief role of the principal should be that of improving
the instructional program.

He would be well trained in

research activities and would use research as the basis for
developing instructional goals.

A staff of specially trained
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assistants would care for the school plant, attendance,
activities, and external relations.
It appears likely that the role and tasks of school
administrators will be changing significantly in the future.
In 1969, the Commission of Administrative Technology of the
American Association of School Administrators published
the results of an extensive 3-year study

(Knezevich,

1969).

The commission's members concluded that "technology will
redefine the role of the school administrator"

(p. 13).

Thus, the question is not so much whether the principal's
role will change, but rather how that role will change.
Educational managers who will participate in restructuring
the roles of principalships should make the anticipated
modifications only with a clear understanding of what the
current roles are.

To that end, a study of the ways prin

cipals spend their time today and the ways principals per
ceive their job tasks today will aid the change-facilitators
in positive ways.

Delineation of performance
objectives and competencies

There has been an increasing interest in the identifica
tion of necessary competencies and skills for effective
leadership in the principal's role.

The hope is that these

competencies, once identified, can be translated into
instructional objectives in preparatory programs.

They can
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also serve as standards and performance criteria for evalu
ation purposes in the work setting.
voiced are:

The questions being

Are there traits or behaviors of some principals

which mark them as "successful"?

Are there observable proc

esses that a "successful" principal follows in establishing
priorities, in aiding effective communication, or in making
decisions?

If such traits or processes exist, can they be

isolated and listed in performance criteria?
Houston and Howsam (1972) had the following observation
concerning the speed with which the competency-based movement
has reached the field of education:
Rarely, if ever, has any movement swept through
education so rapidly or captured the attention
of so many in so short a time as has the
competency-based movement.
Already well under
way, the approach holds promise of renovating or
regenerating teacher education.
Equally signif
icant, it appears probable that it will do so in
record-setting time.
(p. viii)
The 1974 publication Performance Objectives for School
Principals:
Morrison)

Concepts and Instruments

(Culbertson, Henson,

&

is the product of a joint effort between the

Atlanta Public Schools and the University Council for Educa
tional Administration.

A number of innovative projects con

ducted by the Atlanta system point to the critical role the
principal plays in program organization and implementation.
Their experience further demonstrates that the principalship
is the single most important factor in setting school "cli
mate" and attaining school goals.

Therefore, they have begun

the task of delineating measurable, observable behaviors
which are believed to be essential for effective leadership
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by building principals.

The criteria, as developed, are to

be used (1 ) in self-evaluation and

(2 ) as a screening tool

in the selection of principals.
During 1973 and 1974, the specifications of principal
competency were developed in New York State and validated
by a large sample of practicing educational administrators
and supervisors in the state.

By 1980, all certification

of educational personnel will be on the basis of demonstrated
competency.
A growing number of people are becoming convinced that
it is possible to hold the schools— as other important a gen
cies in the public and private sector are held— to account
for the results of their activity.

Former President Richard

Nixon, in his 1970 "Message on Educational Reform," said:
"School administrators and school teachers alike are respon
sible for their performance, and it is in their interest as
well as in the interests of their pupils that they be held
accountable"

(Browder,

1971, p. 11).

The accountability

movement, generally attributed to federal government influ
ence, a dissatisfied public,

and a tendency to look at educa

tion in terms of cost effectiveness,

is another contributing

factor in the trend toward developing performance criteria
for principals

(Richburg,

1971).

The National Association of Secondary School Principals
(NASSP), however, has expressed concern over the establish
ment of criteria so rigid or inflexible that no allowance is
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made for change:
The dangers of establishing rigid performance
criteria cannot be overemphasized, for we could
find ourselves locked into a system where the
static, easily measured criteria become the
only criteria necessary.
What we need is time
and funding to identify and measure criteria
that will enable the school administrator of
the Eighties to function most effectively.
(Sause, 1974, p. 27)
The existing state of knowledge about effective pr e
dictors of administrative competence is so weak or non
existent that competency-based approaches remain more dream
than reality.

Unless and until a knowledge base can be

obtained and strengthened about what a principal should
know,

feel, or do, performance objectives or competencies

have little credibility whether they be used for purposes
of screening prospective principals,
accountability.

self-evaluation, or

To that end, we should have knowledge about

what principals now do and how they feel about what they do.

Development of pre- and in-service
training programs
The administration programs that schools of education
offer to prospective principals need to be rethought and
restructured.

Hills

(1975) , professor of educational admin

istration at the University of British Columbia, Vancouver,
recently took a y e a r 1s leave from his academic post to serve
as an acting school principal.

His experience led him to

raise many doubts about the adequacy of preparation programs
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for administrators.

He has become a leader in proposing

changes.
A growing focus upon administrative performance and
more systematic efforts to make explicit performance objec
tives and criteria reflects a need to achieve more rational
decisions and actions in administrative practice and admin
istrator preparation.

More specifically, the trend denotes

a search for clearer ideas about the purposes and objectives
of preparatory programs.

As expectations for enhanced prin

cipal leadership are growing, it is understandable that
greater attention will be directed toward improving prepara-

The Commission on Certification of the University Coun
cil for Educational Administration was created to examine
certification requirements for principals and make sugges
tions for changes.

In June, 1971, they reported:

With respect to legal and quasi-legal constraints,
which are the main concern of this Commission, we
do not have adequate evidence to justify, particu
larly with reference to performance criteria, typi
cal existing state certification requirements,
university division standards, or preparatory pro
grams in education administration.
(Mitchell,
1972, p. 33)
Goldhammer and Becker

(Mitchell,

1972)

reported a

similar finding:
One purpose of our study was to determine whether
principal preparation programs were actually doing
the job needed to help principals confront the
problems of today's schools.
We found a crisis
in the preparation of principals that parallels
the crisis of leadership in today's schools.
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Principals who were effective could not be dis
tinguished from those who were not on the basis
of their formal preparation. . . . In addition,
certification requirements in many States appear
to be irrelevant to the principal's actual needs.
Universities appear to be indifferent toward the
needs in this field, save for offering graduate
courses and workshops for credit.
(p. 57)
Stating the concern in different words, Demont and
Demont

(1975) wrote:

Each of us may be able to cite a college of edu
cation which has a well-defined mission and does
an admirable job carrying out that mission.
Close
by that college may be a school district which has
similarly defined a mission and carrie's it out.
Yet the programs and thrusts of each may be incom
patible with one another even though both are under
the same professional umbrella.
(p. 15)
But now there is a growing concern that principal prep
aration be based on information related to principal perform
ance and to the occupational settings in which principals
find themselves.

It should be problem-oriented and focused

upon skills and understandings needed in practice.

Exactly

what those skills and understandings are have not been con
clusively determined.

This study of time utilization will

provide knowledge that can be used in making such determina
tions.
In summary, this study was influenced by and designed
to contribute to three trends now affecting the principal
ship:

(1 ) the redefinition of the principal's role in the

educational process,

(2 ) the delineation of performance

objectives and competencies for the principalship, and

(3)

the development of more adequate pre- and in-service training
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programs.

By looking at how Michigan principals spend time

on the job and determining those tasks they believe to be
most critical,

a clearer view of the demands and challenges

of the principalship will emerge, along with a better ratio
nale for training programs.
The task,

so delineated, is accomplished in the five

chapters of this study.

In Chapter II, relevant literature

concerning task orientation and time utilization of princi
pals is examined.

The purpose of this reveiw is to demon

strate how this study supplements and expands this needed
knowledge base.
explained.

In Chapter III, the methodology pursued is

The questionnaire development is discussed along

with the process of administering a pretest of the survey
instrument.

Chapter IV reports the data supplied by the

Michigan principals:

a description of the situational,

personal, and professional characteristics and their possible
relationships to the role- and task-orientations of these
principals.

Chapter V will discuss how these findings con

tribute to three trends affecting the principalship:
redefinition of the role,
principals, and

(1 ) the

(2 ) competency-based education for

(3) more adequate pre- and in-service prep

aration programs.

Chapter V concludes wi t h recommendations

for improving preparation programs and suggestions for future
research studies regarding role- and task-orientations of
pr i n c i p a l s .
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CHAPTER I I

REVIEW OF THE LITERATURE

This chapter reviews

(1) research studies relating to

time management of principals;

(2 ) research studies focusing

on critical tasks, behavioral objectives, and competencies
for principals; and

(3) the professional literature from 1970

to 1976 expressing current views regarding critical tasks,
competencies, or performance objectives for principals.

Time Management of Principals

Two studies focused upon the ways principals spend time.
The first was a comprehensive study of the principalship in
Oregon in 1952

(McAbee, 1958).

This study,

instituted by the

National Association of Secondary School Principals

(NASSP),

sought to determine criteria for the expenditure of the prin
cipal's time on the job.

A questionnaire was submitted to a

selected list of 33 authorities in the field.

This question

naire elicited responses as to how these authorities thought
principals should spend time in each of 13 types of duties.
Oregon secondary school principals were asked to react to the
same questionnaire by indicating
to spend their time, and
time.

(1 ) how they felt they ought

(2 ) how they actually spent that

They were asked to keep diaries of daily activities.

These sets of responses are presented in Table 1.
12
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TABLE 1.— Comparisons of actual time spent with principals'
and authorities' opinions as to how time should be spent in
secondary principalship
Opinions
Duties

Authorities Principals
(N = 29)
(N = 204)

Actual Time
(N = 62)

12.9%

22.5%

Office routine

9.7%

Activity program

8.7

9.2

17.8

Teaching

3.1

5.9

13.0

Supervision and
instruction

31.0

22.0

12.0

Pupil personnel

11.1

14.5

8.4

Professional meetings

5.6

3.7

6.6

Public relations

9.7

6.7

5.6

Administration of plant

4.2

6.4

4.6

Superintendent's
conferences

4.1

2.7

2.8

Business management

5.7

7.8

2.7

School board

2.1

3.2

2.2

Cafeteria

2.3

2.4

1.1

Transportation

2 .8%

2 .6%

.7%

This study showed that principals spent more time on
office routine, on the activity program, and in teaching than
the principals and authorities believed they should.

They

were spending much less time on supervision and improvement
of instruction and on pupil personnel than the authorities
believed they should.

Time spent on other types of adminis

trative duties were closer to the opinions of the principals
and authorities.
Suggested criteria for the budgeting and expenditure of
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the secondary-school principals'

total time on the job were

derived from all three of the above sources, computed as a
mean of the percentages

(see Table 2).

TABLE 2.— Suggested criteria for budgeting and expenditure
of total time in secondary principalship
Duties

Total Time

Supervision and instructional improvement

22%

Office routine

15

Activity program

12

Pupil personnel

11

Public relations

7

Teaching

7

Administration of plant

6

Business management

5

Professional meetings

5

Superintendent's conferences

3

School board

3

Cafeteria

2

Transportation

2%

This study

(McAbee, 1958) was valuable because it was

one of the first attempts to determine how principals use
time on the job.

It also provided suggested criteria for

the budgeting of time ba s e d on the opinions of both author
ities and practicing principals.

The current study, however,

will greatly expand the list of tasks.
The most comprehensive study to date was conducted
during the 1963-64 school year

(Hemphill, 1965).

The NASSP

gathered data on 16,000 secondary school principals.

Various
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questions were asked on a 125-item questionnaire concerning
both personal and professional data; duties, activities, and
compensation of principals; and principals' attitudes on cur
rent educational issues.

Principals were also asked to indi

cate the percentage of time spent on 17 selected activities.
Administrative planning alone and/or with subordinate admin
istrators was found to be the single most time-consuming
activity.

This was followed by meetings with students on

matters other than discipline, work with individual teachers
regarding their teaching proficiency, meetings with teachers
on matters of curriculum or instruction, and correspondence.
Results are reported in Table 3.
While the study reported by Hemphill
in determining expenditure of principals'

(1965) was helpful
time in the 1 9 6 0 's,

the list of activities does not reflect the increased respon
sibilities principals have assumed in the 1 9 7 0 's.

Neither is

there any indication which of the activities principals
valued in creating the learning environment for students.
The current study will investigate time spent on 43 selected
tasks and identify those tasks Michigan principals value in
creating learning environments for children.

These data will

provide insight into the changing role of the principal.

Critical Tasks, Behavioral Objectives,
and Competencies

A research project under the authority of the Pennsyl
vania branch of the NASSP was conducted by a group of
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TABLE 3.— Percentage of time spent by secondary school prin
cipals on 17 selected activities
Activity

No Time 1- 6 %

6- 12%

12% +

Administrative planning with
superiors

15

68

14

3

Administrative planning with
self/subordinates

4

37

38

21

Meeting with groups of teachers
about curriculum/instruction

4

63

26

7

Meeting with groups of teachers
on matters other than cur/insL

8

73

16

3

Meeting with individual teachers
on teaching proficiency

6

56

26

12

14

3

Supervision of noncertified
personnel

19

64

Meeting with students on
disciplinary matters

6

65

21

8

Meeting with students on matters
other than discipline

2

60

29

9

Meeting with parents

6

80

11

3

22

71

6

1

Classroom teaching/preparation

56

12

7

25

Supervision of extracurricular
activities

13

57

22

8

Correspondence

3

64

25

8

Reading professional literature

6

75

17

2

Participating in professional
educational groups

9

82

8

1

Meeting with laymen/nonparents

Private thought/reflection about
administrative problems

3

69

20

8

Testing

35

59

5

1

Other activities

10

43

26

21

graduate students of Lehigh University in 1950
1958).

Over a period of 2 years,

(McAbee,

statements of specific

duties were received from 2,000 teachers, administrators,
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laymen, and students.

All respondents were asked to indicate

those duties which they believed should receive the greatest
proportion of principal time.

The results are summarized in

Table 4.

TABLE 4.— Importance of duties of high school principal as
ranked by administrators (A), teachers (T), students (S),
and laymen (L)
Rank in Importance
Total

T

A

L

S

1

1

2

2

2

4

Leadership in professional
improvement of staff

1

1

Improving classroom instruction

2

2

Building and improving curriculum

3

3

3

4

8

Maintaining order and discipline

4

5

10

7

6

Building and improving
extracurricular program

5

6

6

9

7

Self-improvement,

growth on job

6

7

9

3

5

Informal relations of principal
and students

7

11

13

8

1

Public relations and community
responsibilities

8

8

5

6

9

Making schedule of classes

9

4

4

13

11

Guidance, adjustment of students

10

12

7

5

3

Desk work/supplies/correspondence

11

9

8

12

10

12

10

11

10

12

13

13

12

11

13

Provision,

upkeep of building

Relations to superiors

In McAbee's

(1958) study there was considerable agree

ment that professional improvement of the staff and improving
classroom instruction were the most critical tasks.

Manage

ment or administrative tasks were considered least important.
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However, this project did not draw the distinction between
tasks that are highly valued and tasks which should be given
a major proportion of a principal's time.

The ranking of

tasks is not as valid if the assumption is accepted that some
tasks are indeed critical but require a small proportion of
a principal's time on the job.
In 1973, Linquist attempted to identify critical tasks
for the secondary school principalship of the future as per
ceived by two groups:

(1 ) currently practicing secondary

school principals in Oregon and Washington identified as
thoughtful practitioners; and

(2 ) professors of education,

nominated by deans and department chairpersons, employed in
one of the 4-year private or public colleges/universities in
Oregon and Washington.
The principals identified the following critical tasks:
Instructional leadership
1.

Develop and direct a program of staff evalua
tion aimed at improving teaching competencies
and the release of marginal and incompetent
pers o n n e l .

2.

Stimulate an environment of mutual respect
between faculty and students.

3.

Select a highly competent professional staff.

School organization
1.

Plan and implement a school organizational
pattern whereby all members of the organiza
tion have an opportunity to participate in
establishing goals, setting specific plans,
prescribing performance tasks, and defining
accountability for the school in the accom
plishment of its goals.
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Community involvement
1.

Develop a variety of avenues for students to
be involved in learning experiences outside
the walls of the school building.

The professors of education identified the following
critical tasks:
Instructional leadership
1.

Encourage an open-access learning situation
in which youths will develop self-reliance
in planning their own activities.

2.

Develop and implement a program of systematic
evaluation of existing curriculum.

3.

Identify students' interests, abilities, and
deficiencies and establish appropriate pro
grams, either group or individual, to provide
for them.

School organization
1.

Develop a model of accountability at the
building level which justifies greater
autonomy.

Community involvement
1.

Make rich use of community personnel and
resources in all possible areas of the
school program.

Linquist

(1973) concluded that the primary focus of the

secondary school principalship of the future would be that
of instructional leader and change agent.

He predicted that

secondary school principals would retain authority and respon
sibility for school management, but would delegate the bulk
of their operational tasks to subordinates.

Negotiations

appeared to be an increasingly important administrative
activity of the future.
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This study is valuable because it identifies responsi
bilities which practicing principals view as important.

It

would be helpful, however, to isolate the specific tasks
involved.

The question could well be asked:

Are these tasks

so critical that they should occupy the majority of a princi
pal's time at the exclusion of other tasks?
In the doctoral study "The Necessary Job Competencies
of Secondary School Principals as Perceived by Selected Texas
Educators," Austin

(1974)

sought to determine those competen

cies which a principal needed to perform at an acceptable
level.

Some generalizations were made regarding competency-

based training and certification programs for secondary
school principals.
The study involved a review of professional literature
and consultation with practicing administrators to identify
8 categories of competencies and an original set of 95 com
petencies.

An elite jury of 6 Texas educators were selected

to further clarify and validate the list, utilizing 91 vali
dated competencies.

A survey questionnaire was developed

and mailed to 422 Texas principals and/or professors of edu
cational administration;

316 questionnaires

(67 percent)

were returned.
Asked to rank the categories of competencies, both prin
cipals and professors perceived the management of students
and personnel as most important.

Management of the instruc

tional process was perceived to be the least important.

The
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eight categories and number of competencies within each
category identified were:
tion, 12;

instructional process,
ment,

8;

ment, 14;

(1) organization and administra

(2) curriculum design and improvement,
13;

(5) student management,
(7) facilities,

(8) communication,

13;

(3)

(4) business and financial manage
12;

(6) personnel manage

equipment, and supplies,

7; and

9.

While this research dealt with competency-based educa
tion primarily, it did shed light on the kinds of tasks p rac
ticing principals believe to be important.
however,
involved.

It does not,

view these tasks from the perspective of time
It may be fair to question if it is indeed po s 

sible to be competent in all the above areas or if, given
the constraints of time, a principal is forced to set
priorities.
Readying itself for competency-based certification of
all educational personnel by 1980, the New York State Board
of Education began in 1974 the process of developing compe
tency specifications for school principals
At a brainstorming session,

(Sause, 1974) .

the board developed a model based

upon a four-fold role of the principal.

Responsibilities

for each role were delineated, after which subcommittees
developed a list of responsibilities and competencies neces
sary to begin to perform that role.

A 174-item questionnaire

was constructed which allowed a respondent to judge a compe
tency as necessary, desirable, or unnecessary.

The survey
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was mailed to practicing educational administrators,

super

visors, professors, and students of educational administra
tion.

Out of approximately 10,000, only 950 questionnaires

were returned.
While not reporting the entire list of competencies
generated by the New York study

(Sause, 1974), the following

outlines the multiple roles and specific tasks of the prin
cipalship used as a framework for developing the competencies:
1.

The role of instructional leader
a.

2.

3.

b.

Providing for curriculum improvements.

c.

Providing for continuous evaluation of
instructional processea and programs.

The role of personnel leader
a.

Selection of staff.

b.

Assignment of staff.

c.

Supervision of staff.

d.

Evaluation of staff.

e.

Maintaining and promoting good staff
morale.

The role of community leader
a.

4.

Providing for instructional improvement
and change.

Translating community needs into
p rograms.

The role of school manager
a.

The operation of the building within
the law.

b.

The safety of the plant and personnel.
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c.

The fiscal operation of the school.

d.

Determining the processes and procedures
for the effective administration of the
building.

e.

Organizing a daily schedule.

One of the conclusions reached during this study

(Sause,

1974) was that the responsibilities under the role of school
manager are of primary importance.

It was reported that a

candidate should know ho w to manage the plant, personnel,
and fiscal operations of the school to insure the smooth
functioning of the school.

The model principal emerging

from the findings is one who also evaluates personnel and
process to strengthen the quality of instruction in the
school.

Sause added, however:

If an overwhelming majority of this sample of
practicing administrators agrees that certain
competencies are necessary, then they may be
the best available competencies upon which to
develop initial certification criteria.
They
cannot, however, be the only competencies
simply because they are easily measured.
(p. 26)
Gaynor

(1974, 1975a,

at Boston University,

1 9 7 5 b ) , a professor of education

felt the need for understandings and

tools to support staff development of school principals in
a time of growing press for accountability and performance
assessment of educational administrators.

He, too, began

his research with a pool of potential tasks from the litera
ture, revising and validating the list over a 2-year period.
A factor analysis of tasks was completed, with 10 first-order
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factors emerging.

An interesting perspective of primary

responsibilities emerged when further analysis provided two
grand factors:

leadership and maintenance

(see Table 5).

TABLE 5.— Second order factors:
first order factors and
loadings, relative contributions of second order factors
Factors
Grand factor 1:

.

.89

1

.86

2.

Leadership

(62.55%)

Developing and maintaining effective staff
relations.
Developing and maintaining effective community
relations.

.72

3.

Developing and implementing educational goals.

.58

4.

Maintaining principal's own professional growth,

.43

5.

Making decisions about professional personnel.

-.35

6.

Maintaining order and routines.

Grand factor 2:

.

Maintenance

(37.50%)

.85

1

.79

2.

Maintaining order and routines.

.60

3.

Monitoring performance of students and teachers
in achieving goals of school.

.57

4.

Managing finances of school.

.38

5.

Monitoring and communicating student achievemenl
data in relation to other schools.

Supervising nonprofessional personnel.

Smith and Wilson

(1974a, 1974b, 1974c, 1974d, 1974e,

1 97 4 f , 1974g, 1974h), of Kansas State University, published
a series of papers on functions of the principalship.

The

principal's functions in school-community relations, profes
sional improvement, general administration, personnel gui
dance, and curriculum and instruction were defined by content
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analysis of periodicals and books from 1970 to 1973.

The

articles reviewed were listed in Education I n d e x , and the
books were listed in the 1973 edition of Books in P r i n t .
Principal tasks were classified according to cognitive,
affective, and psychomotor domains and showed the unique and
similar functions at various school levels.

The total number

of functions classified in the reports under the various
titles were:

(1) school-community relations,

administration,

91;

(3) personnel guidance,

lum and instructional leadership,

141;

and

49.

(6) professional improvement,

48;

231;

(2) general
(4) curricu

(5) evaluation,

53;

Smith and Wilson's project yielded a comprehensive
review of all functions of the principalship discussed in
the professional literature between 1970 and 1973.
it is detailed and thorough,

While

it offers no guideline for

determining the worth of individual tasks.

It does offer,

however, a comparative look at differences in tasks confront
ing elementary-, middle-, and high-school principals.
Goldhammer directed a study of the elementary school
principal in all 50 states which was conducted by the Center
for Educational Research and Service at Oregon State Univer
sity

(Jacobson, Logsdon,

& Wiegman,

197 3).

The study included

discussions with people in elementary teacher preparation
institutions, state departments of education, and regional
educational laboratories;

the main sources of information

were elementary school principals in each state.

The authors
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identified some outstanding educational institutions which
they called "beacons of brilliance" and some very poor schools
that they called "pot holes of pestilence."
to discover contributing factors,

While attempting

it was determined that

principals of the "beacons of brilliance" promoted constant
appraisal of the effectiveness of their schools, and they
were continually devising new programs and strategies for
overcoming deficiencies.

They were described as aggressive

in securing recognition of the needs of their schools and
capable of distinguishing between long- and short-term e duca
tional goals.

Demonstrating an awareness of t]

children in their schools,

needs of

these principals kept the instruc

tional program adaptable, appearing to be able strategists
as well as administrators.

Review of Professional Literature, 1970-76:
Related Critical Tasks, Competencies, or
Performance Objectives of Principalship

A 1976 statement from the Michigan Association of
Secondary School Principals,

concerning the role expectations

for secondary school principals,

grouped 27 tasks into 5

cagegories:
A.

As key administrator of the building, the
principal
1.

Establishes and achieves (goals) at an
acceptable level; supports district and
state goals.
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B.

2.

Selects, organizes, assigns personnel
for optimum use; plans use of available
district/community resources to support
student and/or program needs.

3.

Seeks staff,
in planning;
and district
for planning

4.

Maintains accurate personnel, pupil, and
fiscal records; monitors budget and
expenditures.

5.

Follows legal codes and district policy
in decision-making involving staff and
community as appropriate.

6.

Gathers data, weighs alternatives, solves
problems promptly; deals with obstacles,
restraints positively.

student/community experts
shares data regarding needs
goals; develops processes
and implementation.

As instructional leader of the building, the
principal
7.

Assumes responsibility for instructional
programs; encourages initiative and cre
ativity in program improvement.

8.

Cooperates with district planners in
establishing and implementing welldefined curriculum goals in all subject
areas.

9.

Assists teachers in providing for indi
vidual needs and abilities of students.

10.

Implements systematic classroom observa
tions; monitors teachers' planning.

11.

Provides written evaluations of all staff
members according to district policy; pro
vides direction for staff improvements.

12.

Demonstrates knowledge of curriculum;
shows balanced concerns for all levels
and subject areas.
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C.

D.

E.

As facilitator of the school/community
interpersonal climate, the principal
13.

Promotes student and faculty feelings
of personal worth.

14.

Deals constructively with interpersonal
pr oblems.

15.

Promotes high staff morale and commit
ment to professional competence.

16.

Respects individual judgment and diver
sity of opinion.

17.

Maintains discipline by open communica
tion between parents, staff, and students.

18.

Reports student progress meaningfully
to parents.

19.

Supports and interprets building and
district policy to the public.

20.

Cooperates with parent/community
organizations.

21.

Contributes to the district management
team.

As manager of the school plant, the principal
22.

Assures maintenance, security,
and health standards.

safety,

23.

Maintains accurate inventory of equipment
and materials.

As an educational administrator committed to
professional growth, the principal
24.

Monitors his own performance;
feedback from o t h e r s .

solicits

25.

Formulates and achieves appropriate
personal goals for professional
improvement.

26.

Continues professional study and activity.

27.

Uses current knowledge on educational
and administrative matters.
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While this list of tasks reflects changing expectations
for the principal of the 1970's, no attempt was made to indi
cate how a principal should divide his time in meeting these
responsibilities.

Recommendations for pre- and in-service

training can best be made from a knowledge of those tasks
identified as most critical for effective leadership in the
principal's role.
A review of professional literature from 1970 to the
present suggests that the list of tasks confronting today's
principal may be expanding.

While a large number of tasks

have remained relatively unchanged during the past 50 years,
the current literature stresses the need for more careful,
rational administrative planning and actions.

The pressure

to be accountable for use of available human and financial
resources is evident.

Social change situations affecting

school principals include:
ming from desegregation;
disadvantaged student;

(1) the variety of problems stem

(2) increasing concern with the

and

(3) changes in the nature of

authority in our society and subsequent effects upon rela
tionships critical to the school context, such as teacherstudent or teacher-principal

(Small, 1974).

There is evidence that principals are beginning to spend
more time in contract negotiations and grievance procedures
(Gaynor, 1974; Johnson, 1972; Melton & Stanavage, 1970).
Some principals wish to protect their own interests as m e m 
bers of an administrative group negotiating with the board
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of education, while others are providing leadership in
reaching agreement with employees
1973).

Murphy

(Rasmussen, 1972; Smith,

(1974) reported increased union chapter/

principal activities.
There is growing pressure for principals to be involved
in expanded evaluation activities.
"Today's Principalship:

In an article entitled

New Dimensions/New Demands," Moser

(1974) claimed the principal should be able to evaluate both
process and product, as did Culbertson et al.

(1974), David

son

Brubacher and

(1973), and Melton and Stanavage

Olsen

(1972), Houston and H o wsam

and Rasmussen

(1970).

(1972), McIntyre

(1974),

(1972) stressed the use of needs assessment

procedures as well as feedback mechanisms in conducting
evaluation.
progress

Related tasks were:

(1) evaluating student

(Jacobson et al., 1973);

for self, staff, and teachers

(2) developing performance

(Gaynor, 1974; NASSP,

1976);

(3) using some means of systems analysis such as PPBS or
PERT

(Rasmussen, 1972); and

vations

(4) evaluating educational inno

(Gaynor, 1974; Houston & Howsam, 1972; Johnson, 1972).

Considerable emphasis is being placed on collection and
use of data for decision-making
NASSP,

1976).

Johnson

(Brubacher & Olsen, 1972;

(1972) wrote of developing expertise

in research for interpreting and applying research findings
in the development of school programs.

Rasmussen

(1972)

suggested finding appropriate research for local problems
and gathering, storing, and retrieving significant data to
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assess the overall health of the organization in order to
improve its effectiveness.
There is concern that change is occurring so rapidly
that the principal needs to shape, plan, and implement change
strategies within the educational setting.
vage

Melton and Stana-

(1970) referred to "a catalyst for innovative thinking";

Abbott

(1974) referred to "a planner with a vision of the

future"; and Moser

(1974), Johnson

(1972), and Rasmussen

(1972) referred to "a planner of futures," conceptualizing,
implementing, and sustaining organizational change.
In summary, recent literature suggests that the princi
pal is spending some of his time doing the things that prin
cipals have always done, but there is considerable pressure
now to be accountable for the use of the human and financial
resources available while accomplishing the goals of the
district.

There is some evidence that principals are being

asked to participate more in assessing needs of students;
developing performance criteria for students and staff; and
evaluating the instructional process and product, innovation,
or health of the total organization.

The principal is being

called upon to support decision-making and planning with
research data which he should be capable of gathering, relat
ing, or interpreting for his purposes.

With concepts of

authority changing, the principal is becoming more involved
in grievance procedures, contract negotiations, or union
a ctivities.
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The review of research and current literature in this
chapter centered on critical tasks, competencies, or behav
ioral objectives for principals.

The purpose of the review

was to identify a wide range of tasks confronting today's
principal.

This list of tasks is to provide the framework

within which to investigate how Michigan principals spend
time on the job.
The research studies reviewed reflect a concern for
the ways principals use time on the job.

The studies also

reflect a need to identify competencies and critical tasks
for effective leadership in the principal's role.
the studies, however,

None of

investigate the possibility that

elementary-, middle-, and high-school principals may be
confronted with different arrays of tasks.

Neither is there

an adequate view of how principals use their time during a
typical school year— on tasks that are highly valued and on
those mundane but necessary tasks that are not highly valued.
The present study will attempt to show how elementary-,
middle-, and high-school principals spend time on the job;
will identify the tasks most highly valued in their present
positions;

and will make recommendations for preparing prin

cipals to be effective educational leaders as roles and
expectations change.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

CHAPTER I I I

DESIGN AN D METHODOLOGY

The broad purposes of this study are to determine

(1)

the proportion of time principals spend on selected tasks,
and

(2) those tasks viewed by the principals as most critical

for performing in their current assignments.

This chapter

describes the development of a survey instrument and datacollection procedures used to complete the investigation.
Related questions are also reported,

along with statistical

procedures used to analyze the data.

Development of Survey Instrument

The rationale behind the construction of the survey
instrument was the assumption that training programs should
not be built solely on the wa y Michigan principals spend
time on the job.

Rather, principals could be trained to use

their time in an effective and efficient manner through uni
versity preparation programs,

conventions, seminars, and

services provided through their professional associations.
It is here that thoughtful practitioners, professional edu
cators, contemporary writers,
philosophical,

sociological,

and researchers can bring
and psychological concerns to

bear.
A preparation program cannot be based solely on
33
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professional opinion of "what ought to be," however.

It

must be tempered by "what is"— an appraisal of the kinds of
demands currently made on practicing principals because of
the constraints, expectations,
temporary setting.

and requirements of the con

Therefore, the implicit question being

asked of Michigan principals might be:

Because of the con

straints, requirements, and expectations of your present
position, what proportion of your time do you spend on each
of the following tasks identified as necessary for adequate
management or responsible leadership by other practitioners,
professional educators, contemporary writers, and researchers
as evidenced in the professional literature?
An extensive review of the professional literature and
related research was conducted to provide a realistic and
rational guide for the development of the instrument.

The

review began with a literature search by On-Line Automated
Retrieval System

(OARS), a computer service provided by the

Educational Resources Center, Western Michigan University.
The search was directed toward research concerned with func
tions, tasks, competencies, performance objectives,
management of principals.

and time

Professional literature reviewed,

expressing the viewpoints and concerns of practitioners,
professional educators, or professional associations, was
limited to the years 1970-75.

Material was obtained from

the state associations of elementary- and secondary-school
principals of Michigan and related dissertations from 1970
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through 1975.
Prom the review of literature highlighted in Chapter II,
an initial list of 38 tasks was compiled, grouped under the
4 broad categories used in the New York State competencybased certification study

(Sause, 1974) :

Instructional Leader, Personnel Leader,

School Manager,

and Community Leader.

It appeared that all tasks could be grouped under one of
these four role designations.

Also, the roles School Manager

and Instructional Leader were used in previous studies to
denote the primary thrust of a principal's responsibilities.
Respondents were asked to write in those tasks not listed,
but which regularly took a portion of their time.
A 5-point scale was developed whereby respondents could
designate the proportion of time each task required during
a typical year.
Principals

The National Association of Secondary School

(NASSP) study in 1964 used percentages

(1, 3, 6,

and 12 percent), but these were believed to be restrictive
and somewhat awkward.

On the other hand,

studies involving

a mere ranking of tasks were not specific enough.

The con

struction of a 5-point scale representing proportions of
time seemed workable and discriminatory.

The 5 points on

the scale were:
1.

No t i m e : This activity never occurs or
occurs so rarely that it could in no way
be considered typical.

2.

Minimal:
This activity occurs regularly
but represents only a few hours or less
of my time.
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3.

Moderate: This activity requires more than
a few hours of my time and consistently
represents a moderate proportion of my time.

4.

M a j o r ; This activity regularly receives a
large proportion of my time.
There are very
few activities that receive more of my time
than this one.

5.

Maximum; This activity represents the largest
proportion of my time.
There are no activities
that demand more of my time than this one.

After indicating the proportion of time each task took
and adding additional tasks which required their time, each
principal was asked to select from the entire list the five
tasks he/she viewed as most critical.

They were asked to

indicate the five tasks they felt should occupy the largest
proportions of their time if they were able to spend their
time as they felt they should.
Noting an increased emphasis on instructional leadership
in recent literature as well as current demands that e duca
tional leaders be responsible managers of human and financial
resources, one section of the instrument asked the principals
to consider the total time represented by each of the four
roles;

School Manager,

Instructional Leader, Personnel

Leader, and Community Leader.

They were asked:

(1) Wh i c h

role, because of the special problems, requirements,

and

expectations of your present position, demands the largest
proportion of your time? and

(2) Which role requires the

second largest proportion of your time?
Four questions were designed to find out more of the
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training needs of principals in Michigan and to elicit sug
gestions for more adequate preparation programs.

In other

sections of the instrument, principals were asked about
career goals, job satisfaction, professional training,

expe

rience, professional activity, and specifics about their
current positions.
This initial instrument was pretested by 9 secondary
school principals who commute to Western Michigan University
and 16 members of the Van Buren County Elementary P r i n c i p a l s '
Association.

These 25 principals were contacted in person

or by mail and were asked to complete the instrument.

They

were asked to make any additions or changes related to either
content or design which wou l d improve the instrument.

The

16 members of the Van Buren P r i n c i p a l s 1 Association brought
the reworked forms to a monthly association meeting.

As a

result of this group discussion and feedback from the secon
dary principals, changes were made.

Five tasks were added,

several tasks were regrouped under different roles, and
general directions and a few task descriptions were reworded
for clarity and precision.
Each of the principals was asked to take another copy
of the initial instrument,

fill it out, and return it in an

accompanying self-addressed envelope.

This test-retest for

reliability was focused on the 5-point scale developed for
measuring proportions of time.

To estimate the reliability

of the instrument, a mean score was computed from all the
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responses on each instrument.

A Pearson r was obtained by

correlating the paired scores for each of the 25 principals
who completed the instrument twice.

A resulting correlation

coefficient of .92 indicated the instrument had considerable
stability over time and would provide a reliable estimate
of how principals use their time.

Data Collection

A random sample of 4 76 Michigan principals was drawn
by selecting every sixth listing in the Michigan Education
Directory, a publication which lists practicing principals
by the school districts in which they currently serve.

The

sample drawn included 90 senior high-school principals,

81

middle-school principals, and 305 elementary principals.
A cover letter, explaining the purposes of the study,
and a self-mailing questionnaire were sent to each of the
principals in the sample.

Two weeks later, a second letter

and questionnaire were sent to those who had not responded
(see Appendix B for letters to p r incipals).
questionnaires

A total of 288

(61 percent) were returned from 186 elementary,

43 middle, and 58 high school principals.

Statistical Procedures

A frequency distribution was generated for each of the
situational, personal,

and professional characteristics of

the Michigan principals which serve as the independent
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variables for this study.
(1) school enrollment,
tant principals,

(2) staff size,

(3) number o f assis

(4) present position level,

highest degree earned,
on the principalship,
principal,

The 16 independent variables are:

(5) sex,

(7) area of preparation,
(9) teaching experience,

(11) experience as an assistant,

(13) leadership

(14) current lead

ership status in a professional organization,
faction, and

(10) years as

(12) degree of

activity within a professional organization,
experience in a professional organization,

(6)

(8) a course

(15)

job satis

(16) career goal.

A frequency distribution was generated for the two
dependent variables:
consuming and

(1) the role designated as m ost time-

(2) time spent on each of the 4 3 selected tasks.

The 10 most time-consuming tasks were rank-ordered,

as were

all 43 tasks from the most critical to the least critical as
viewed by the principals.
Data from open-ended questions regarding improving
preparation programs wer e coded to allow for statistical
analysis.

After all questionnaires were reviewed,

the

following categories were used:
A.

Tasks for whic h Michigan principals need
more training
1.

Human relations
staff)

(community, student,

2.

Law (legal procedures, current legal
interpretations, labor negotiations)

3.

Evaluation (personnel, self, curricu
lum, instructional process)
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B.

4.

Finance (writing proposals, budget
preparation and allocation)

5.

Management (administrative tasks, p lan
ning, organizational maintenance)

General description of college/university
courses which were proving especially
beneficial
1.

C.

Human relations
staff)

(community, student,

2.

Internships

3.

Curriculum and instruction
ment and implementation)

4.

Finance (proposal writing, budget
preparation and allocation)

5.

Management (administrative tasks, pl a n 
ning, organizational maintenance)

(develop

Suggestions for more adequate preparation of
Michigan principals
1.

Human relations
staff)

(community, student,

2.

Internships

3.

Law (negotiations, grievance procedures,
current legal interpretations)

4.

Finance (proposal writing, budget pr e p 
aration and allocation, state and federal
monies)

5.

Evaluation (personnel,
instructional process)

self, curriculum,

A chi square distribution was used to determine if
there were statistically significant relationships between
any of the 16 independent variables and the role designated
by each principal as most time-consuming.
tically significant relationship

Where a statis

(£ < .05) was apparent,
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the independent variable involved w as then examined for
possible differences in the expenditure of time on each of
the 4 3 tasks.
This chapter described the development of a survey
instrument and the collection procedures used to gather the
data.

The statistical procedures used for analyzing the

data were discussed.

Chapter IV will report and discuss

the findings pertinent to the objectives of this study.
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CHAPTER I V

PRESENTATION AND ANALYSIS OF DATA

Introduction

This chapter examines the characteristics and role and
task orientations of Michigan principals.

The initial focus

is a description of frequency distributions of those situa
tional, personal, and professional characteristics that p r o 
vide the independent variables for this study.

Secondly,

these descriptions are followed by accounts of the essential
dependent variables,
cipals.

role and task orientations of the p r i n 

Included in this section are the principals' o p i n 

ions regarding their training needs, previous educational
experiences which have proved valuable, and suggestions for
improving present preparation programs.

The final section

of the chapter examines relationships of the independent
variables and dependent variables with the goal of explain
ing the impact of situational, personal, and professional
characteristics upon the role and task orientations of the
principals.

Characteristics of Michigan Principals

This section of the chapter will describe the situa
tional, personal, and professional characteristics of the

42
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respondents under study w h i c h serve as the independent vari
ables.

It is felt that these factors— some more than

others— may partially account for the differences in the
role and task orientations of the principals.
Characteristics of the work situations of the principals
include school enrollment,

staff size, the number of assis

tant principals, and the present position level.

School

enrollment patterns are grouped into three fairly distinct
categories, namely, those principals with under 400 students,
those with 401-800 students,
Slightly more than half

and those with over 800 students.

(50.7 percent)

report total enroll

ments of between 401 and 800, as evidenced in Table 6.
second largest group
and under.

(29.5 percent)

The

have enrollments of 400

Only 19.5 percent of the principals are respon

sible for 800 or more students in their present positions.
Nearly three-fourths of the principals
operate with a staff size of under 40.
26.4 percent have 20 or less,
16.7

(73 percent)

Within this group,

29.9 percent have 21-30, and

percent have 31-4 0 on their staff.

Only 11.4 percent

have a staff size of 41-60, w ith 11.1 percent of the princi
pals functioning with the largest staffs of more than 60.
Two-thirds of the principals report that their staffs
do not include an assistant principal
fourth

(66.3 percent).

One-

(24.7 percent) have 1 assistant principal to share

their responsibilities, while only 5.2 percent have 2 assis
tants, and 3.5 percent have 2 or more.
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TABLE 6.— Characteristics of work situations (in percentages)
of Michigan principals:
school enrollment, staff size, num
ber of assistant principals, and present position level
Variable

Number

School enrollment
Under 400
401-800
Over 800
No response

(N = 288)

Percent

85
146
56
1

29.5
50.7
19.5
0.3

76
86
48
33
32
14

26.4
29.9
16.7
11.4
11.1
4.5

Number of assistant principals
None
1
2
More than 2
No response

191
71
15
10
1

66.3
24.7
5.2
3.5
0.3

Present position level
Elementary
Middle
Senior high
No response

186
43
58
1

64.6
15.0
20.1
0.3

Staff size
Under 20
21-30
31-40
41-60
More than 60
No response

A final characteristic related to work situations is the
level of the school.
(64.6 percent)

Nearly two-thirds of the respondents

are elementary school principals, while 20.1

percent are principals of senior high schools.

The remaining

15 percent indicate they serve either a middle school or a
junior high school.

Before statistical analysis of the data,

these two categories were combined and will subsequently be
referred to as middle s c h o o l .

Middle schools are typically

grades 7 and 8, but they include grades 5 and 6 and extend
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to grade 9 in some districts.
Descriptions of personal characteristics of the princi
pals are related to sex, education, and experience

(Table 7).

TABLE 7.— Selected personal characteristics (in percentages)
of Michigan principals:
sex, highest degree earned, area of
preparation, course on principalship, years of teaching expe
rience, years as principal, and previous experience as assis
tant principal
Variable

Number

(N = 288)

Percent

Sex
Male
Female
No response

249
36
3

86.5
12.5
1.0

Education
Highest degree earned
B a c h e l o r 1s
Master's
Specialist
Doctorate
Other
No response

4
225
36
14
8
1

1.4
78.1
12.5
4.9
2.8
0.3

Area of preparation
Administration
Curriculum and instruction
Leadership
Counseling
An academic area
No response

188
21
11
16
48
4

65.3
7.3
3.8
5.6
16.7
1.4

Course on principalship
Yes
No
No response

217
68
3

75.3
23.6
1.0

28
96
60
56
39
9

9.7
33.3
20.8
19.4
13.5
3.1

Experience
Teaching experience
I-3 years
4-7 years
8-10 years
II-15 years
More than 15 years
No response

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

46
TABLE 7— Continued
Variable

Number

(N = 288)

Years as principal
1-5 years
6-10 years
11-15 years
16-20 years
Over 21 years
No response
Experience as assistant
Yes
No
No response

Percent

86
89
60
33
19
1

29.9
30.9
20.8
11.5
6.6
0.3

99
181
8

34.4
62.8
2.8

The overwhelming majority of the principals are male

(86.5

percent), while only 12.5 percent of this sample are female.
More than three-fourths of the principals

(78.1 percent)

indicate a master's degree is the highest degree earned,
while a miniscule 1.4 percent have only a bachelor's, 12.5
percent have a specialist, and 4.9 percent have completed
doctorates.

Jacobson et al.

(1973)

stated that interest in

the doctoral degree for principals has escalated in recent
years,

and, in the future, those who aspire to the most

important principalships will seek this degree with greater
f requency.
The majority of the principals

(65.3 percent)

report

that administration is the area of study of their highest
degree earned.

The second largest group

sued an academic area,
(7.3 percent),

(16.5 percent)

pur

followed by curriculum and instruction

and counseling

(5.6 percent).

Only 3.8 percent
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list leadership.

This leadership curriculum may be viewed

as an alternative to the more familiar degree of educational
administration because of an expanded emphasis on the pro
fessional educator as leader and change agent.
their specific area of study,

But whatever

75.3 percent of the principals

indicate they have completed a course specifically on the
principalship, with 23.6 percent saying they have not.
Regarding previous teaching experience

(Table 7), 4 3

percent of the individuals surveyed indicate they taught 7
years or less before becoming a principal, while 20.8 percent
taught 8-10 years.

Nearly one-third

(32.9 percent)

taught

for 11 years or more before assuming a principalship.
The principals represented in the sample offer a wide
range of years of experience as principals.

Nearly 30 per

cent are beginning principals, with 1-5 years experience.
An almost equal number
for 6-10 years.

(30.9 percent)

One-fifth

have been principals

(20.8 percent)

have completed

11-15 years in a principalship, while 11.5 percent have 16-20
years experience.

By far the smallest group includes those

who have been principals for more than 20 years
Jacobson et al.

(1973)

stated,

(6.6 percent).

"Few principals attain

their positions directly from vice-principalships"

(p. 43).

They noted that the pattern is to move from classroom teaching
or supervision to a principalship or, in some cases, to move
from an elementary to a middle-school principalship.

While

more than "a few" of the principals in this study have
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experience as an assistant, clearly they are in the minority
(34.4 percent).

Nearly two-thirds

(62.8 percent)

did not

serve as assistants before assuming full principalships.
A final group of characteristics describing the princi
pals is related to professionalism and career orientation
(Table 8 ).

Regarding professionalism, more than one-half

of the principals

(51.4 percent)

rate themselves as m oder

ately active in a professional organization related to the
principalship.

Nearly one-third

(30.6 percent)

indicate

they are not especially active, while a smaller group of
16.7

percent report they are very active.
Even though one-third of the principals rate themselves

as not especially active in a professional organization,
nearly one-half

(44.1 percent)

say they have had leadership

experience of some kind within a professional organization.
Slightly more than one-half

(54.5 percent)

have not.

Those

principals currently holding leadership positions total 19.1
percent, nearly one-fifth of the sample.
Clearly, a majority of these principals

(77.4 percent)

find considerable satisfaction in their work, with 39.6 pe r 
cent saying they are satisfied in their present positions
and 37.8 percent indicating they are very much s a t i sfied.
A very small group

(2.8 percent)

report they are not satis

fie d , with 16.7 percent claiming they are somewhat sa t i s f i e d .
From the voluntary comments made by the principals,

it is

possible that the high job satisfaction is related to
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TABLE 8 .— Professional and career characteristics (in pe r 
centages) of Michigan principals:
activity within profes
sional organization, leadership experience within pro f e s 
sional organization, current leadership position, job satis
faction, and career goal
Number

Variable
Professionalism
Activity in professional
organization
Not especially active
Moderately active
Very active
No response

(N = 288)

Percent

88
148
48
4

30.6
51.4
16.7
1.3

Leadership experience within
professional organization
Yes
No
No response

127
157
4

44.1
54.5
1.4

Currently holding leadership
position
Yes
No
No response

55
230
3

19.1
79.9
1.0

8
48
114
109
9

2.8
16.7
39.6
37.8
3.1

10
139
42
37
16
30
14

3.5
48.3
14.6
12.8
5.6
10.3
4.9

Career orientation
Job satisfaction
Not satisfied
Somewhat satisfied
Satisfied
Very much satisfied
No response
Career goal
Teaching
Principalship
Central office
Superintendency
College
Other
No response

increased self-esteem and self-■respect that come from having
seen a tough job through.

Wrote one principal,

"In the face

of almost insurmountable obstacles, I've survived and, better
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yet, so has my sense of humor and commitment to kids I"
Along with a high degree of job satisfaction among
these principals is the fact that nearly one-half
cent)

(48.3 per

state that the principalship represents their career

goal.

Only one-fourth

(27.4 percent) want to move upward in

the administrative structure of their school districts:

14.6

percent into a central office position, and 12.8 percent into
a superintendency.

Only 3.5 percent indicate teaching as a

preferred career goal, with another 5.6 percent desiring a
college-related position.

Those approaching retirement or

considering a business career

(10.3 percent)

comprise the

residual category.
This completes the discussion of the independent vari
ables— the situational, personal, and professional character
istics of the Michigan principals.

The following section

will focus on the dependent variables in an effort to provide
some insight into the role and task orientations of this
g roup.

Role and Task Orientations

The principals wer e asked to indicate which of four
possible roles occupies the greatest proportion of their time
during a typical school year, either School Manager, Person
nel Leader, Community Leader, or Instructional Leader.

They

were also asked to select the second most time-consuming role.
As shown in Table 9, School Manager is by far the most
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frequently chosen role, with 59.8 percent of the principals
indicating it occupies the largest proportion of their time
Instructional Leader is chosen by one-fourth of the respon
dents

(24.3 percent)

as the most time-consuming role, while

12 percent select Personnel Leader.

Only 4 percent claim

Community Leader as the role occupying more of their time
than any other.
TABLE 9.— Role demanding most time (in percentages)
second most demanding role
Variable

Number

(N = 288)

and

Percent

Role demanding most time
School manager
Instructional leader
Personnel leader
Community leader

165
67
33
11

59.8
24.3
12.0
4.0

Second most demanding role
Instructional leader
Personnal leader
School manager
Community leader

103
103
55
22

36.6
36.6
19.4
7.5

Regarding the second most time-consuming

(Table 9), both

Instructional Leader and Personnel Leader are chosen by 36.6
percent of the principals.
19.4

School Manager is selected by

percent, and again, Community Leader is chosen by a

small minority of 7.5 percent.
After a consideration of role, the principals were asked
to indicate the proportion of time they spend on each of 4 3
selected tasks during a typical school year.

These tasks

were grouped under the four roles— School Manager,

Instruc-
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tional Leader, Personnel Leader, and Community Leader.

It

is believed that a careful consideration of time spent on
individual tasks can clearly serve the purposes of this
study.

An understanding of the principal's role in the

1970's, partially defined by time utilization, can assist
in determining the skills and understandings which should
be part of an adequate preparation program.
The first group of tasks considered are clustered under
the role of School Manager

(Table 10).

Principals were

asked to indicate the proportion of time each task typically
requires, and the data represent the percentage of principals
who chose each category:
moderate,

1 = no time,

2 = minimum,

3 =

4 = major, and 5 = maximum proportion of time.

An

item mean is reported for each task to facilitate comparison
of time spent on all tasks by the entire group.
Of the tasks related to the role of School Manager, the
task representing the largest proportion of time is maintain
ing routine student discipline within the school which
includes developing and enforcing school procedures and
regulations.

The item mean is 3.5, with the majority of

responses falling into the moderate and major categories.
Following in a cluster, with item means ranging from 3.0 to
2.8, are gathering information for decision-making
preparing and dispensing information

master class schedule for staff and students
gating tasks to staff

(3.0);

(2.9); organizing a
(2.9); dele

(2 .8 ); allocating resources

(2 .8 ); and
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TABLE 10.— Time (in percentages) devoted to School Manager tasks and item means:
1 = no time; 2 = minimum; 3 = moderate; 4 = major; and 5 = maximum

School Manager Tasks

Plant operation
Maintaining plant safety
Food services
Resources
Allocating resources
Ordering, purchasing,
requisitioning supplies
Maintaining financial records
Budget planning
Staff
Handling staff grievances
Participation in negotiations
Student
Maintaining student discipline;
developing r u l e s , procedures

(Least)
1

Percent

(N = 288)

2

3

4

(Most)
5

Mean

5.3

48.2

34.5

9.2

2.8

2.6

42.3

38.8

13.5

3.9

1.4

1.8

3.2

33.5

44.7

16.5

2.1

2.8
2.8

2.5

34.5

44.7

15.1

3.2

13.7

48.9

29.9

5.6

1.8

2.3

8.1

35.6

37.0

15.1

4.2

2.7

49.1

38.5

7.8

3.5

1.1

1.7

55.1

27.6

11.7

4.2

1.4

1.7

1.4

15.9

34.6

32.5

15.5

3.5

Dealing with major school
disturbances

34.5

35.9

15.8

10.9

2.8

2.2

Participating in student
government

45.4

42.6

9.9

2.1

0.0

1.7

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

TABLE 10— Continued
Percent

(N = 288)

2

3

School Manager Tasks

Mean
(Least)
1

4

(Most)
5

Student promotion, retention

23.1

56.6

17.8

2.1

0.4

2.0

Planning, supervising extra
curricular activities

19.4

45.9

23.7

10.6

0.4

2.3

2.6

General/central administration
Maintaining records

4.2

44.9

41.7

7.8

1.4

Gathering information

0.4

21.6

54.6

20.6

2.8

3.0

Delegating tasks

1.1

34.0

48.2

15.6

1.1

2.8

Preparing, dispensing
information

1.4

25.8

54.1

15.5

3.2

2.9

Organizing schedule for staff,
students

4.6

29.6

41.5

18.7

5.6

2.9

Developing procedures/ goals
with central office, superin
tendent, school board

9.2

39.4

38.3

11.3

1.8

2.6

12.0

37.0

37.7

10.6

2.8

2.6

District activities related
to school manager tasks
Average mean = 2.47

55
ordering, purchasing, or requisitioning supplies

(2 .8 ).

Requiring slightly less time are budget planning

(2.7);

maintaining the safety of the plant
records

(2 .6 ); maintaining school

(2 .6 ); developing policy and procedures with the

central office, school board, or the superintendent
and district activities related to school management

(2 .6 );
(2 .6 ).

A smaller proportion of time is required by these principals
for maintaining financial records

(2.3), planning or super

vising extracurricular activities

(2.3), dealing with major

school disturbances
dents

(2 .2 ), promotion and retention of stu

(2.0), and food services

(1.8).

The least time-

consuming tasks related to School Manager are handling staff
grievances

(1.7), participation in negotiations

participation in student government

(1.7).

(1.7), and

The average item

mean for all School Manager tasks is 2.47.
In contrast to these School Manager tasks, all tasks
related to the role of Instructional Leader have item means
ranging from 2.4 to 3.0

(Table 11).

The largest proportions

of time are required for meeting with groups or individuals
regarding curriculum change
programs within the building
through evaluation

(3.3), evaluation of existing
(3.2), assisting teachers

(3.2), becoming more familiar with the

instructional programs within the building
as a resource person to teachers
tasks all have item means of 2.9.

(3.0).

(3.1), and serving

Three evaluation

They are evaluating pro

grams and materials not presently being used, maintaining
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TABLE 11.— Time (in percentages) devoted to Instructional Leader tasks and item means:
1 = no time; 2 = minimum; 3 = moderate; 4 = major; and 5 = maximum
Percent

(N = 288)

2

3

Instructional Leader Tasks

Mean
(Least)
1

Curriculum
Meeting with groups or
individuals regarding
curriculum change
Becoming familiar with
instructional programs
in building
Working with curriculum
Specialists/consultants
Teachers
Assisting teachers through
evaluation
Serving as resource person
to teachers
Evaluation
Evaluation of existing programs

4

(Most)
5

0.7

15.5

48.8

27.2

7.8

3.3

1.1

19.4

52.1

22.2

5.3

3.1

13.8

39.6

32.5

12.0

2.1

2.5

1.1

17.7

46.8

28.0

6.4

3.2

1.8

27.0

46.1

22.7

2.5

3.0

3.5

18.0

48.2

28.2

4.9

3.2

Evaluating programs and mate
rials not presently being used

3.5

29.2

48.6

14.4

4.2

2.9

Maintaining evaluation records

3.9

32.5

39.9

21.2

2.5

2.9

Developing performance criteria

3.5

31.8

42.8

18.4

3.5

2.9
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TABLE 11— Continued
Percent

(N = 288)

2

3

Instructional Leader Tasks

Mean
(Least)
1

District
Planning for improved
articulation within
district
Planning for exceptional
children or those with
learning disabilities
District tasks related
to instructional leader

4

(Most)
5

15.3

46.3

25.6

11.0

* 1.8

2.4

11.3

41.0

31.1

14.1

2.1

2.6

11.7

37.4

33.1

13.9

3.6

2.6

Average mean = 2.88

cn

evaluation records, and developing performance criteria for
self and staff.

Requiring less time are planning for excep

tional children

(2 .6), district tasks related to instruc

tional concerns

(2 .6 ), working with curriculum specialists

(2.5), and planning for improved continuity and articulation
within the district

(2.4).

The average item mean for

Instructional Leader tasks is 2.88, considerably higher than
that of School Manager tasks.

It should be noted here that

no Instructional Leader tasks fall into the lower range of
item means

(1.7 to 2.3), as do eight of the School Manager

tasks.
Personnel Leader tasks

(Table 12), while few in number,

also have higher item means than those tasks related to the
role of School Manager.

By far the most time-consuming is

supervision of professional and nonprofessional staff

(3 .5 ).

In fact, no task on the complete list of 43 represents as
large a proportion of the Michigan principals'

time, other

than one previously referred to under School Manager, that
of maintaining routine student discipline
staff morale

of these principals'

time.

most time-consuming tasks,
(2.6).

Promoting

Selection and assignment of staff

(2.7) and planning in-service programs

staff

(3.5).

(3.0) also requires a substantial proportion

(2.7) are the next

followed by orientation of new

The least proportion of time is required for

district tasks related to personnel

(2.4).

The average item

mean for Personnel Leader tasks is 2.817, nearly as high as
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TABLE 12.— Time (in percentages) devoted to Personnel Leader tasks and item means:
1 = no time; 2 = minimum; 3 = moderate; 4 = major; 5 = maximum
Percent

(N = 288)

Personnel Leader Tasks

Mean
(Least)
1

2

3

4

(Most)
5

Staff selection, assignment

9.5

35.6

34.5

14.1

6.3

2.7

Orientation of new staff

9.5

46.5

26.8

12.7

4.6

2.6

Supervision of professional/
nonprofessional staff

1.1

12.3

35.6

39.4

11.6

3.5
2.7

Planning/leading in-service
programs

6.3

37.3

37.7

17.6

1.1

Promoting staff morale

1.4

17.3

39.1

36.3

6.0

3.0

15.9

42.8

31.4

7.4

2.5

2.4

District tasks related to
personnel leader
Average mean = 2.817

m
vo

that for Instructional Leader tasks.
The majority of the principals indicate that tasks
related to the role of Community Leader require minimum or
moderate proportions of time, with item means ranging from
2.4

to 3.0

(Table 13).

Formal and informal meetings with

parents at the school require the most time

(3.0).

information about the school to the community

Conveying

(2 .9 ) is fol

lowed by formal and informal contacts within the community
to determine needs
agencies

(2.4).

(2.7), and working with noneducational

While only four tasks are clustered under

the role of Community Leader, the average item mean is 2.75.
Looking across the four roles, those tasks requiring
the largest proportions of time have item means clustering
between 3.0 and 3.5.

In all, there are 10 such tasks, and

they are listed in rank order by item means in Table 14.
Considering the fact that the role of School Manager
has previously been identified as the most time-consuming
by a majority of the principals

(59.8 percent),

it is inter

esting to note that only two of these tasks fall under the
role of School Manager:
making

gathering information for decision

(3.0), and maintaining routine student discipline by

developing and enforcing rules and procedures

(3.5).

are related to the role of Instructional Leader:

Five

meeting

with groups or individuals regarding curriculum change and
improvement

(3.3), assisting teachers through evaluation

(3.2), evaluation of existing programs within the building
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TABLE 13.— Time (in percentages) devoted to Community Leader tasks and item means:
1 = no time; 2 = minimum; 3 = moderate; 4 = major; and 5 = maximum
Percent

(N = 288)

2

3

Community Leader Tasks

Mean
(Least)
1

4

(Most)
5

Formal/informal meetings with
parents at school

1.1

28.6

41.7

24.0

4.6

3.0

Formal/informal contacts within
community to determine needs

5.0

40.2

36.3

16.7

1.8

2.7

Conveying information
about the school

2.8

33.3

40.1

19.9

3.9

2.9

13.9

45.9

31.7

7.1

1.4

2.4

Working with noneducational agencies
Average mean = 2.75
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TABLE 14.— Ten most time-consuming tasks in rank order bymeans
Mean

Task

Rolea

1) Developing and enforcing pro
cedures and rules; maintaining
routine student discipline

3.5

SM

2) Supervision of professional
and nonprofessional staff

3.5

PL

3) Meeting with groups or indi
viduals regarding curriculum
change and improvement

3.3

IL

4) Assisting teachers through
evaluation

3.2

IL

5) Evaluation of existing pro
grams within the building

3.2

IL

6 ) Becoming familiar with exist
ing instructional programs
in your building

3.1

IL

7) Serving as resource person
to teachers

3.0

IL

8 ) Gathering information for
decision-making

3.0

SM

9) Promoting staff morale

3.0

PL

10) Formal/informal meetings
with parents of students
at the school

3.0

CL

a SM = School Manager; PL = Personnel Leader;
Instructional Leader; and CL = Community Leader.

IL =

(3.2), becoming familiar with existing instructional programs
in the building
teachers

(3.0).

(3.1), and serving as a resource person to
The two tasks related to Personnel Leader

are supervision of professional and nonprofessional staff
(3.5)

and promoting staff morale

(3.0).

The one Community

Leader task included is formal and informal meetings with
parents of students at the school

(3.0).
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Acknowledging that expenditure of time on the job
reflects in part the problems and expectations unique with
each school setting, principals were asked to consider how
they would use their time if they were free to choose.

They

were asked to single out the 5 tasks from the list of 4 3
which they believe to be critical for effective educational
leadership and thus should occupy large proportions of their
time.

These responses are rank-ordered, as shown in Table 15,

beginning with the task chosen as one of the five by the
largest percentage of principals.
TABLE 15.— Rank order of most critical tasks as perceived by
principals in percentages and frequencies (N = 1,184)
Task

Number

Percent

1) Meeting with individuals or groups
on matters of curriculum improve
ment or change

121

10.2

2) Providing direct assistance to
teaching staff through formal or
informal evaluation procedures

115

9.7

3) Developing with individuals or
groups performance criteria for
improvement of instruction

95

8.0

4) Supervision of professional
and nonprofessional staff

92

7.8

5) Formal/informal measures of
promoting staff morale

62

5.0

6 ) Formal/informal evaluation
of existing programs

56

4.7

7) Serving as resource person
to instructional staff

51

4.3

8 ) Becoming more familiar with
instructional programs or
processes now being used
in your building

47

4.0
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TABLE 15— Continued

9)

Developing and enforcing school
procedures, rules, regulations;
maintaining routine student
discipline

43

2 g

43

3 ^6

3g

3 2

12) Using some effective means of
conveying information about
the school to the community

37

3.1

13) Planning for learning needs of
exceptional children or those
with learning disabilities

35

3.0

10) Formal/informal meetings with
parents of students in your
building (school visits, open
house, parent organizations)
11) Formal/informal contacts within
community in which you attempt
to determine community needs,
attitudes

14) Becoming better informed or evalu
ating programs, instructional procedures, or materials and equipment
not now being used in your building

3 ^

15)

Selection, assignment of staff

34

16)

Planning in-service programs

32

2.9
2.7

17)

Gathering information for
decision-making

23

1 g

18)

Organizing a schedule for classes,
students, and staff

22

18

20

1.7

19) Planning for improved articulation
or continuity between grade levels
within the entire district
20) Allocating resources among
teachers and school personnel
21)

Budget planning

22) Developing procedures or goals
with superintendent, central
office staff, or school board
23) Delegating tasks, responsibilities
. . to others

^5
17

1.4

15

1.3

14

1>2
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TABLE 15— Continued
Number

Percent

24) Making notes and keeping records
for purposes of evaluation

Task

14

1.2

25) Preparing, dispensing information
w ithin the school— such as memos,
bulletins, reports, staff meetings

13

1.1

26) Ordering or requisitioning
supplies and equipment

10

.8

27) Working with curriculum special
ists or consultants

10

.8

28)

Instructional leader tasks
related to entire district

9

.8

29) Maintaining records for your
use within the school and
those required by law

6

.5

30) Dealing with major school
disturbances

6

.5

31) Planning or supervising
extracurricular activities

5

.4

32) Orientation of new staff members

5

.4

33) Working with noneducational public
agencies in the community

5

.4

34) Activities related to operation
of food services

5

.4

35) Coordination of special services

5

.4

36) Participation in teacher
negotiations

4

.3

37) School manager tasks related to
the entire district

4

.3

38) Maintaining records and files
for financial reports

4

.3
.3

39) Participation in student government

3

40) Maintaining safety of the plant

3

.3

41) Personnel leader tasks related
to the district

2

.2

42) Handling staff grievances

2

.2

43) Promotion or retention of students

1

.1
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Every task was chosen at least once; however, six of
the eight most frequently chosen tasks relate to the role of
Instructional Leader— be it planning,
ation.

supervision, or evalu

The one task most highly valued by the largest per

centage of principals is planning with groups or individuals
for curriculum change or improvement
ing closely behind are:

(10.2 percent).

Follow

assisting the teaching staff through

formal or informal evaluation procedures

(9.7 percent), devel

oping performance criteria for improvement of instruction

(8

p e r cent), and supervision of professional and nonprofessional
staff

(7.8 percent).

moting staff morale
(4.7 percent),

Formal or informal measures for pro
(5 p e r c e n t ) , evaluating existing programs

serving as a resource person to teachers

(4.3

p ercent), and becoming more familiar with instructional pro
grams and processes

(4 percent)

are also valued, but are not

chosen as frequently by the total group.

Included in the

10 most highly valued tasks are maintaining routine student
discipline

(3.8 percent)

and formal or informal meetings

with parents of students in the building

(3.6 percent).

By considering the 10 tasks singled out as least criti
cal by these principals,

it is helpful to note that 9 of

these tasks are related to the role of School Manager.
tasks are operation of food services
tion of special services
teacher negotiations

The

(.4 percent), coordina

(.4 percent), participation in

(.3 percent), School Manager tasks

related to the entire district

(.3 percent), maintaining
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records and files for financial reports
ticipation in student government
the safety of the plant
ances

(.3 percent), pa r 

(.3 percent), maintaining

(.3 percent), handling staff griev

(.2 percent), and promotion and retention of students

(.1 percent).

One of these 10 least valued tasks is con

cerned with Personnel Leader,

that is, Personnel Leader tasks

related to the entire district

(.2 percent).

Before leaving this consideration of role and task
orientations,

a comparison can be made between the 10 most

time-consuming tasks and the 10 most highly valued tasks.
Certainly, it is instructive to note that 9 of the 10 tasks
on both lists are identical

(see Tables 14 and 15).

The

only critical task not presently receiving one of the largest
proportions of time by these principals concerns developing,
with individuals or groups, performance criteria for the
improvement of instruction.

The only time-consuming task

not highly valued by this group concerns gathering informa
tion for decision-making.

These data suggest that principals

are managing their time in such a way as to give the largest
proportions of time to those tasks they believe to be criti
cal for effective leadership in their present positions.
It is not reasonable to assume, however,

that principals

feel adequately trained to carry out these tasks, even though
they are highly valued or given large proportions of their
time each year.

Therefore, the principals were asked to

respond to three open-ended questions regarding present
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training needs and suggestions for more adequate preparation
programs.

There was no limit to the number of responses

the principals could make,

if indeed they made any.

A total of 382 responses were given when the principals
were asked to list those tasks for which they felt Michigan
principals are not adequately trained.

The responses are

grouped into five general areas and rank-ordered from the
most frequently cited category to the least frequently cited
(Table 16).

TABLE 16.— Rank order of areas of inadequate principal prep
aration as perceived by principal responses in percentages
and frequencies (N = 382)
Area of Inadequate Training

Number

Percent

108

28

2) Evaluation

94

25

1) Human relations

3) Management

83

22

4) Finance

50

13

5) Law

47

12

More than one-fourth of the responses

(28 percent)

relate to a task in the area of human relations as one in
which principals believe they are inadequately prepared.
Development of good public relationships within the community
is the concern repeated most often.

Other responses indicate

the need for interpersonal skills in dealing w ith the needs
and interests of students and staff, especially where there
are differences in viewpoint.

Communicating more effectively
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with parents,

students, and staff as individuals or in

groups is another concern, expressing the belief that effec
tive communication skills are related to morale and a cooper
ative atmosphere within the school setting.
Tasks related to evaluation, both formal and informal,
are the second most frequently cited

(23 p e r c e n t ) .

The

responses indicate the need to determine the m erit of person
nel performance and programs within the schools.

Staff

evaluation is the specific need most often expressed; how
ever, principals do not feel adequately prepared to make
judgments about programs operating in their buildings,
The need is expressed in a variety of ways;
needs assessments;

either.

conducting

determining appropriate goals and objec

tives; choosing among alternative curriculum programs or
materials; knowing how or when to make curriculum changes;
and being able to determine which curriculum programs are
ineffective, and why.
Slightly less than one-fourth

(22 percent)

of the

responses relate to school administration or school manage
ment.

Here, the concern is to coordinate personnel, pro

grams, and services in as efficient and effective a manner
as possible.

Time management is the greatest concern.

The

responses indicate that principals feel overwhelmed with the
large number of management-oriented tasks they face, most of
which they evidently do not value highly.
School finance is represented by slightly less than
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one-sixth of the responses.

One such task is writing pro

posals for state and federal grants which principals know
are available, but for which they feel inadequately prepared
to compete.

The majority of responses are related to

improved planning and decision-making regarding allocation
of the funds available to principals within their school
setting.
The final responses relate to school law, especially
current rulings and interpretations regarding dismissal of
personnel, due process, and grievance procedures.

Frequently

mentioned are tasks related to contractual agreements within
the system— negotiations and administration of the master
contract.
Another question asked for a description of those
courses which had already been a part of the principals'
training that had proved especially beneficial to them as
practicing principals.

Again, these responses are grouped

into larger categories for discussion purposes.

Table 17

TABLE 17.— Rank order of areas of beneficial principal prep
aration as perceived by principal responses in percentages
and frequencies (N = 259)
Number

Percent

1) Management

Area of Beneficial Training

70

27

2) Curriculum and instruction

60

23

3) Human relations

56

22

4) Internship

54

21

5) Finance

19

7

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

71
shows the five general categories in rank order,

reflecting

the percentage of responses indicating this is an area of
training that principals value.
responses

(27 percent)

Over one-fourth of the

relate a management or administration

course as particularly valuable.

An almost equal number of

responses relate to courses in human relations
and curriculum and instruction

(23 p e r cent).

(22 percent)
Slightly more

than one-fifth of the responses indicate that an internship
of some sort is highly profitable; only 7 percent of the
responses indicate that a course related to school finance
has been beneficial.
The final open-ended question asked the principals to
make specific suggestions for more adequate preparation pro
grams.

Table 18 summarizes these responses which are grouped

TABLE 18.— Rank order of areas suggested for more adequate
principal preparation as perceived by principal responses in
percentages and frequencies (N = 325)
Area Suggested for Preparation

Number

Percent

103

32

2) Evaluation

76

23

1) Human relations

3) Internship

65

20

4) Law

57

18

5) Finance

24

7

under human relations, evaluation, internship,
finance.

law, and

By far the most frequently suggested area for

training is human relations

(32 percent).

Nearly one-fourth
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of the responses indicate that evaluation of curriculum,
instruction, and personnel should be included, and one-fifth
of the responses recommend an internship before assuming a
position as principal.

To a lesser degree, law is advocated

as an essential area of preparation, and an even smaller
number of responses

(7 percent)

indicate school finance.

It is helpful to note that most suggestions for more
adequate preparation parallel the perceived needs discussed
previously in this section.

The only exception would be the

recommendation for an internship with an experienced adminis
trator before assuming a principalship.

The responses

reflect the need for improved administrative skills, but they
do not show requests for an increased number of administra
tive courses.

Instead, the suggestion to require beginning

principals to serve an extended internship with an experi
enced administrator is made in one-fifth of the responses.
The internship may be seen as a means for observing effective
administrative practices and time management techniques
firsthand, as opposed to discussing them in the classroom.
This concludes a description of the dependent variables
of the study, namely,

the role and task orientations of the

Michigan principals.

The third section of this chapter will

continue with discussion and presentation of data exploring
significant relationships between the characteristics of
these principals and time utilization during a typical year.
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Relationships Between Characteristics of Principals
and Their Role and Task Orientations

All possible relationships between the characteristics
of the sample— situational, personal, and professional—
were examined for significant relationships between any of
these characteristics and the role they claim as most timeconsuming.

Of the situational characteristics

(see Table 6 )—

school enrollment, staff size, number of assistants, and
present position level— only present position level shows a
statistically significant relationship at p <

.05.

As shown in Table 19, appreciably more senior highschool principals

(75.4 percent)

identify the School Manager

role as most demanding as opposed to middle-school principals
(61.9 percent)
cent) .

and elementary-school principals

(54.2 per

Differences are also evident between the percentages

of principals choosing Instructional Leader.

This role is

chosen by a larger percentage of elementary principals
percent)

as the most time-consuming role,

(28.3

followed by middle-

school principals

(21.4 perc e n t ) , and least by senior high-

school principals

(14 per c e n t ) .

As school level increases,

the likelihood that the principal becomes less an Instruc
tional Leader and more a School Manager also increases.
While a smaller number of principals signify the Personnel
Role as most time-consuming,
principals
percent)

(13.6 percent)

larger percentages of elementary

and middle-school principals

(14.3

choose it when compared to the senior high-school
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TABLE 19.— Most demanding role (in frequencies and percent
ages) by present position level
Present Position Level
Role

Total
Elementary

Middle

Senior

7
(3.9%)

1
(2.4%)

3
(5.3%)

11

Instructional leader

50
(28.3%)

9
(21.4%)

8
(14.0%)

67

Personnel leader

24
(13.6%)

6
(14.3%)

3
(5.3%)

33

School manager

96
(54.2%)

26
(61.9%)

42
(75.4%)

165

Total

177
(1 0 0 .0%)

42
(1 0 0 .0%)

57
(1 0 0 .0%)

276

Community leader

Chi square = 1 3 . 2 0

principals

(5.3 percent).

df = 6

£ < .05

There are small differences in

the percentages of principals choosing Community Leader as
the most time-consuming role:
middle,

elementary,

3.9 percent;

2.4 percent; and senior high, 5.3 percent.

Of the personal characteristics described earlier in
Table 7— sex, highest degree earned, area of study of highest
degree earned, completion of a course on the principalship,
teaching experience, years as principal,

and experience as

an assistant— two show merely marginal relationships
(£ < .10):

sex, and completion of a course on the principal

ship.
As shown in Table 20, a larger percentage of males
(63.2 percent)

indicate the School Manager role is the most

time-consuming role.

The role is chosen by 41.7 percent of
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TABLE 20.— Most demanding role (in frequencies and percent
ages) by sex

Role
Male
8
(3.3%)

3
(8.3%)

11

Instructional leader

53
(22.2%)

12
(33.3%)

65

Personnel leader

27
(11.3%)

6
(16.7%)

33

School manager

150
(63.2%)

15
(41.7%)

165

36

274

Community leader

238

Total

(100.0%)

Chi square = 6 9 . 0 8

the females.

df = 3

(100.0%)
£ < .10

The role of Instructional Leader, however, is

singled out by a larger percentage of the females
cent) when compared with males

(22.2 percent).

(33.3 per

While the

percentage of females choosing School Manager or Instruc
tional Leader as the most time-consuming role is more evenly
divided,

three times as many males single out the role of

School Manager over Instructional Leader.

While Personnel

Leader and Community Leader are not chosen as often by
either group, more females choose them than do males as the
most time-consuming roles.
While the relationship again is not statistically sig
nificant

(p < .10), the data in Table 21 do indeed evidence

the fact that in comparison to those individuals who have
not taken some course on the principalship,

those who have
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TABLE 21.— Most demanding role (in frequencies and percent
ages) by having taken a course on the principalship
Taken a Course
Role
No

Yes
6
(2.9%)

4
(6.2%)

10

Instructional leader

45
(21.5%)

21
(32.3%)

66

Personnel leader

24
(11.5%)

9
(13.8%)

33

School manager

134
(64.1%)

31
(47.7%)

165

209
(100.0%)

65
(100.0%)

274

Community leader

Total

Chi square = 6 . 3 1

indicate more often

df = 3

(17 percent)

the most time-consuming.

£ < .10

that the School Manager is

In short, 64.1 percent of those

with a course on the principalship select the Manager's role
as most time-consuming as opposed to those who have not taken
such a course

(47.7 percent).

Instructional Leader is

singled out by more of those who do not have the benefit of
such a course
who do

(32.3 percent), however, as opposed to those

(21.1 percent).

While the relationships here are not

statistically significant, it could be speculated that
courses on the principalship are focused on School Manager
concerns and may not be equipping principals to be Instruc
tional Leaders as defined in this study.

It may also imply

that males, already identified as leaning strongly toward
the School Manager role, are more likely to enroll for a
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course on the principalship than are fem a l e s .
The only statistically significant relationship found
from the selected personal characteristics is prior experi
ence as an assistant principal before assuming a full prin
cipalship

(p < .05).

Again, the differences are most appar

ent in the percentage of principals choosing School Manager
and Instructional Leader roles as most time-consuming.

Those

having had the prior experience as an assistant more often
single out the School Manager role
to those who do not
this experience

(68 percent)

(56.1 percent).

in contrast

However, those without

(28.9 percent) more often single out Instruc

tional Leader than those who have been assistants
cent).

(14.4 per

The data, as presented in Table 22, may suggest that

TABLE 22.— Most demanding role (in frequencies and percent
ages) by experience as assistant principal
Experience
R o Ig

Total
Yes

No

6
(6.2%)

4
(2.3%)

10

Instructional leader

14
(14.4%)

50
(28.9%)

64

Personnel leader

11
(11.3%)

22
(12.7%)

33

School manager

66
(68.0%)

97
(56.1%)

163

97
(100.0%)

173
(100.0%)

270

Community leader

Total

Chi square = 9 . 5 8

df = 3

p < .05
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prior experience as an assistant principal may facilitate
skills related to School Manager but not necessarily those
related to Instructional Leader.

These principals may be

devoting larger proportions of time to those tasks for which
their experience has prepared them.
The professional and career characteristics

(Table 8)—

activity and leadership experience within a professional
organization,

job satisfaction, and career goal— were also

examined for possible relationships wtih role orientation
of the principals.

The data show a marginal relationship

(£ > .10) between level of activity within a professional
organization and role orientation

(Table 23).

TABLE 23.— Most demanding role (in frequencies and percent
ages) by level of activity in professional organization
Level of Activity
Role

Community leader
Instructional leader
Personnel leader
School manager

Total

Chi square = 1 0 . 2 0

Total
Not Very

Moderate

Very

1
(1.2%)

7
(4.9%)

2
(4.3%)

10

23
(25.1%)

28
(19.7%)

15
(32.6%)

66

8
(9.4%)

16
(11.3%)

9
(19.6%)

33
164

53
(62.4%)

91
(64.1%)

20
(43.5%)

85
(100.0%)

142
(100.0%)

46
(100.0%)

df = 6

p >

.10
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While the School Manager role is chosen by the largest
percentages across all groups, those who consider themselves
very active in a professional organization choose it less
often

(by 20 p e rcent).

Also, across all groups the largest

percentages of principals indicating Instructional Leader
and Personnel Leader as the most time-consuming roles fall
into the category of very a c tive.
It has previously been reported that job satisfaction
is high among these principals

(Table 8).

When this variable

was examined to explain differences in the role designated
by these principals as most time-consuming, no statistically
significant relationships were apparent

(Table 24).

TABLE 24.— Most demanding role (in frequencies and percent
ages) by job satisfaction
Job Satisfaction
Role

Community
leader
Instructional
leader
Personnel
leader
School
manager
Total

Not
Very Much
Somewhat
Satisfied Satisfied Satisfied Satisfied

Total

0
(0.0%)

2
(4.3%)

2
(1.8%)

6
(5.8%)

10

3
(37.5%)

13
(27.7%)

28
(25.2%)

22
(21.2%)

66

0
(0.0%)

0
(0.0%)

14
(12.6%)

17
(16.3%)

31

5
(62.5%)

32
(68.0%)

67
(60.4%)

59
(56.7%)

163

8
(100.0%)

47
(100.0%)

111
(100.0%)

104
(100.0%)

270

Chi square = 2 0 . 2 1

df = 9

£ > .20
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While it may be true that job satisfaction and most
demanding role are not strongly related, it may also be true
that the chi square test is inappropriate here.

With such

large percentages of the principals designating both high
job satisfaction and School Manager as the most time-consuming
role, nearly half of the cells have expected frequencies of
zero or less than 5.

According to Cochran

(1956),

"The chi

square test requires that the expected frequencies in each
cell should not be too small.

When this is violated, the

results of the test are meaningless"

(p. 178).

The recom

mendation is that fewer than 20 percent of the cells have
less than 5 and no cell less than 1.
Therefore, while job satisfaction is high among these
principals,

further exploration of this variable will not

be made within the scope of this study.

It will be left to

future researchers to determine the source and nature of
this satisfaction, be it the way in which principals spend
time on the job or, indeed, some of the personal or profes
sional characteristics they bring to the work setting.
This completes the examination of the relationships
between the independent variables and the dependent variable
of most time-consuming role.

In summary, the only variables

evidencing a statistically significant relationship

(p < . 0 5 )

to most time-consuming role are school level, and prior
experience as an assistant principal.

Consequently, only

these three independent variables will be examined in the
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remainder of this study to explore the other dependent
variable, time utilization, on each of the 43 selected tasks.
Statistically significant relationships exist between
9 of the 43 tasks and school level.

Six of these are related

to the role of School Manager, 1 to Instructional Leader, 1
to Personnel Leader,

and 1 to Community Leader.

related to School Manager are:

The 6

maintaining routine student

discipline, participation in student government, planning or
supervising extracurricular activities, coordination of
special services, preparing a master schedule of classes for
staff and students,

and budget preparation.

It is evident from the data presented in Table 25 that
TABLE 25.— Proportion of time (in frequencies and percentages)
for maintaining routine student discipline by school level
Maintaining Student Discipline
Time
Elementary

Middle

Senior

1 = no time

2
(1.1%)

1
(2.3%)

1
(1.8%)

4

2 = minimum

31
(16.9%)

4
(9.3%)

10
(17.5%)

45

3 = moderate

77
(42.1%)

10
(23.3%)

11
(19.3%)

98

4 = major

56
(30.6%)

17
(39.5%)

19
(33.3%)

92

17
(9.3%)

11
(25.6%)

16
(28.1%)

44

183
(100.0%)

43
(100.0%)

57
(100.0%)

283

5 = maximum

Total

Chi square = 26.569

df = 8

£ < .001
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as the level of school increases, so does the proportion of
time required to maintain routine student discipline.

Of

the elementary principals, only 9.5 percent claim it requires
a maximum proportion of time in contrast to middle-school
principals

(25.6 percent)

percent).

It could be speculated that senior high principals

and senior high principals

(28.1

might indeed spend greater proportions of time in maintaining
student discipline with their larger enrollments if it were
not for the fact that,

in all probability, principals of

large high schools have assistants to whom this task has been
delegated.

That 17.5 percent of the senior high principals

indicate the task is a minimum one, as opposed to 9.3 percent
of the middle-school principals, may further support that
claim.
While no principals at any level spend much of their
time participating in student government activities,
school level increases,

as

so does the proportion of time that

principals typically spend in this activity
majority of the elementary principals

(Table 26).

(57.6 percent)

A

indicate

that it is a no time activity, while only 25.6 percent of the
middle-school and 21.1 percent of the senior high-school
principals claim it requires no t i m e .

The majority of the

middle- and senior high-school principals spend appreciably
the same proportion of time for this task.

The greatest

differences lie between these two combined groups and the
elementary principals.
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TABLE 26.— Proportion of time (in frequencies and percentages)
for participation in student government by school level
Government Participation
Time

Total
Elementary

Middle

Senior

1 = no time

106
(57.6%)

11
(25.6%)

12
(21.1%)

129

2 = minimum

63
(34.2%)

24
(55.8%)

34
(59.6%)

121

3 = moderate

12
(6.5%)

8
(18.6%)

8
(14.0%)

28

4 = major

3
(1.6%)

0
(0.0%)

3
(5.3%)

6

5 = maximum

0
(0.0%)

0
(0.0%)

0
(0.0%)

0

184
(100.0%)

43
(100.0%)

57
(100.0%)

284

Total

Chi square = 36 .08

df = 6

p < .001

The elementary principals in this sample do not typically spend large proportions of time involved in extracur
ricular activities, either
percent)

(Table 27).

Three-fourths

(76

estimate that such activities occupy a minimal

amount of time, if any at all.

In contrast, three-fourths

of the middle-school principals

(79.1 percent)

spend either

minimal or moderate proportions of time in this area.
Responses from the senior high principals are spread rather
evenly across the m i n i m u m , m o d e r a t e , and major categories.
For another comparison, while one-fourth of the elementary
principals claim extracurricular activities require no t i m e ,
more than one-fourth of the senior high principals

(28.6
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TABLE 27.— Proportion of time (in frequencies and percentages)
for extracurricular activities by school level
Extracurricular Activities
Time

Total
Elementary

Middle

Senior

1 = no time

47
(25.5%)

4
(9.3%

4
(7.1%)

55

2 = minimum

93
(50.5%)

20
(46.5%

17
(30.4%)

130

3 = moderate

35
(19.0%)

14
(32.6%

18
(32.1%)

67

4 = major

9
(4.9%)

5
(11.6%

16
(28.6%)

30

5 = maximum

0
(0.0%)

0
(0.0%

1
(1.8%)

1

184
(100.0%)

43
(100.0%

56
(100.0%)

283

Total

Chi square = 54.01

df = 8

P <

percent) claim it as a major activity.

.001
Only senior high

principals indicate it requires a maximum proportion of
their time.
As shown in Table 28, elementary principals devote
larger proportions of their time to coordination of the
special services available to their students.

While at

least 75 percent of all responses across grade levels fall
into the minimum and moderate categories,

the differences

are apparent in those claiming it requires no time or a
major proportion of time.

Those spending no time coordinat

ing special student services include 8.7 percent of the
elementary principals,

14 percent of the middle-school
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TABLE 28.— Proportion of time (in frequencies and percentages)
for coordination of special services by school level
Coordination
Time
Elementary

Middle

Senior

1 = no time

16
(8.7%)

6
(14.0%)

15
(26.7%)

37

2 = minimum

80
(43.7%)

24
(55.8%)

23
(41.1%)

127

3 = moderate

67
(36.6%)

10
(23.2%)

14
(25.0%)

91

4 = major

17
(9.2%)

3
(7.0%)

3
(5.4%)

28

5 = maximum

3
(1.6%)

0
(0.0%)

1
(1.8%)

4

183
(100.0%)

43
(100.0%)

56
(100.0%)

282

Total

Chi square = 1 6 . 9 1

df = 8

p

< .05

principals, and 26.7 percent of the senior high principals.
Estimating that this activity requires either a maj o r or a
maximum proportion of their time are 7 percent of the middleschool principals;

7.2 percent of the senior high principals

fall into these combined categories, while 10.8 percent of
the elementary principals indicate they require these larger
proportions of time for this task.
On the whole,

senior high-school principals need the

most time for scheduling tasks— preparing a master schedule
of subjects offered and assignments for all students and
staff— with 14 percent claiming that it requires a maximum
proportion of time

(Table 29).

In other words, there are
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TABLE 29.— Proportion of time (in frequencies and percentages)
for scheduling tasks by school level
Scheduling Tasks
Time

Total
Elementary

Middle

Senior
13

1 = no time

11
(6.0%)

1
(2.3%)

1
(1.8%)

2 = minimum

73
(39.7%)

7
(16.3%)

4
(7.0%)

84

3 = moderate

73
(39.7%)

17
(39.5%)

28
(49.1%)

118

4 = major

23
(12.5%)

14
(32.6%)

16
(28.1%)

53

4
(21.%)

4
(9.3%)

8
(14.0%)

57

43
(100.0%)

57
(100.0%)

284

5 = maximum

184
(100.0%)

Total

Chi square = 50.03

df = 8

£ < .001

no tasks that occupy larger proportions of their time than
this one.

At least one-third of the principals at each level

consider the task to be a moderate one, but as evidenced in
Table 29, time needed for scheduling tasks increases with
each level of school.
The remaining School Manager task significantly related
to level of school is budget preparation

(Table 30).

Again,

senior high principals spend larger proportions of time on
this task.

While three-fourths of the responses across all

grade levels fall in the minimum or moderate categories,
twice as many senior high principals as middle or elementary
principals claim budget preparation occupies a major
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TABLE 30.— Proportion of time (in frequencies and percentages)
for budget preparation by school level
Budget Preparation
Time

Total
Elementary

Middle

Senior

1 = no time

17
(9.2%)

2
(4.7%)

4
(7.0%)

23

2 = minimum

73
(39.7%)

14
(32.6%)

14
(24.6%)

101

3 = moderate

69
(37.5%)

18
(41.9%)

18
(31.6%)

105

4 = major

21
(11.4%)

6
(13.9%)

16
(28.0%)

43

4
(2.2%)

3
(6.9%)

5
(8.8%)

57

184
(100.0%)

43
(100.0%)

57
(100.0%)

284

5 = maximum

Total

Chi square = 18 .07

df = 8

P < .05

proportion of their time.
The relationship between level of school and one
Instructional Leader task,
the teaching staff,
(Table 31).

serving as a resource person to

is statistically significant at £ < .01

While nearly half of all groups indicate it is

a moderately time-consuming activity, more than one-fourth
of the elementary principals
major activity.

(28.7 percent)

regard it as a

For comparison, only 2.3 percent of the

middle-school principals and 19 percent of the senior highschool principals use a major proportion of their time for
serving as a resource person to teachers.
One task related to the role of Personnel Leader, that
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TABLE 31.— Proportion of time (in frequencies and percentages)
for serving as a resource person to teachers by school level
Resource Person
Time

Total
Elementary

Middle

Senior

1 = no time

4
(2.2%)

0
(0.0%)

1
(1.7%)

5

2 = minimum

38
(21.0%)

19
(44.2%)

19
(32.8%)

76

3 = moderate

84
(46.4%)

21
(48.8%)

25
(43.1%)

130

4 = major

52
(28.7%)

1
(2.3%)

11
(19.0%)

64

3
(1.7%)

2
(4.7%)

2
(3.4%)

7

181
(100.0%)

43
(100.0%)

58
(100.0%)

282

5 = maximum

Total

Chi square = 21.62

df = 8

P < .01

of selection and hiring of personnel, shows a statistically
significant relation

(p < .02) to the level of school the

principals now serve

(Table 32).

While 13.1 percent of the

elementary principals indicate they spend no time on this
task, the majority of the responses across all levels fall
into the minimum and moderate categories.
Regarding Community Leader tasks, significant differ
ences exist across levels on the proportion of time that
principals spend working with noneducational agencies within
the community

(Table 33).

Middle- and high-school principals

work more often with noneducational agencies in the community
than do principals of elementary schools.

While the largest
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TABLE 32.— Proportion of time (in frequencies and percentages)
for selection and hiring of personnel by school level
Selection and Hiring
Time
Elementary

Middle

Senior

1 = no time

24
(13.1%)

0
(0.0%)

3
(5.2%)

27

2 = minimum

71
(38.8%)

17
(39.5%)

13
(22.4%)

101

3 = moderate

62
(33.9%)

14
(32.6%)

22
(37.9%)

98

4 = major

19
(10.4%)

8
(18.6%)

13
(22.4%)

40

7
(3.8%)

4
(9.3%)

7
(12.1%)

18

183
(100.0%)

43
(100.0%)

58
(100.0%)

284

5 = maximum

Total

Chi square = 1 9 . 7 5

df =

£ < .02

TABLE 33.— Proportion of time (in frequencies and percentages)
for working with public agencies by school level
Public Agency Work
Time

Total
Elementary

Middle

Senior

1 = no time

30
(16.5%)

4
(9.5%)

5
(8.8%)

39

2 = minimum

89
(48.9%)

19
(45.2%)

21
(36.8%)

129

3 = moderate

51
(28.0%)

18
(42.9%)

20
(35.1%)

89

4 = major

11
(6.0%)

0
(0.0%)

9
(15.8%)

20

5 = maximum

1
(0.6%)

1
(2.4%)

2
(3.5%)

4

182
(100.0%)

42
(100.0%)

57
(100.0%)

281

Total

Chi square = 1 7 . 5 8

df = 8

£ < .05
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percentage of all responses fall in the minimum and moderate
categories, 16.5 percent of the elementary principals indi
cate this task occupies practically no time, while one-sixth
(15.8 percent) of the senior high principals describe it as
a major activity.
In summary, there are nine task variables correlated
with school level:

maintaining routine student discipline,

participation in student government activities, planning and
supervising extracurricular activities, preparation of a
master schedule, budget preparation, coordination of special
services, serving as a resource person to teachers,

selection

and assignment of teachers, and working with public agencies
within the community.

Seven of these tasks show a positive

correlation with school level— the higher the grade level,
the greater the proportion of time required for the task.
The two exceptions to this pattern involve serving as a
resource person to teachers and working with noneducational
public agencies within the community.

Typically, elementary

principals devote more time to these activities than do the
other groups.
Three tasks, all related to the role of School Manager,
show relationships with the variable of prior experience as
an assistant principal which are statistically significant.
They are:

preparation of a master schedule for staff and

students, budget preparation, and participation in student
government activities.
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Those principals who have had prior experience as
assistants use larger proportions of their time for schedul
ing tasks

(Table 34).

In fact, nearly one-third of those

TABLE 34.— Time required for scheduling tasks by previous
experience as assistant principal
Experience as Assistant
No

Yes
1 = no time

1
(1.0%)

11
(6.1%)

12

2 = minimum

17
(17.3%)

63
(35.2%)

80

3 = moderate

48
(49.0%)

69
(38.5%)

117

4 = major

23
(23.5%)

29
(16.2%)

52

9
(9.2%)

7
(3.9%)

16

Total

98
(100.0%)

179
(100.0%)

277

Chi square = 17.29

df = 4

5 = maximum

with this experience

£

(32 .7 percent)

< .01

claim it as a major or

maximum activity, while this is true for only 20.1 percent
of those without the experience.

More than one-third of

those without prior experience as an assistant indicate
scheduling tasks require a minimum amount of time, while
only 17.3 percent of those with the experience indicate they
require only a minimum amount of time for this activity.
Principals who have prior experience as assistants give
greater proportions of their time for budget planning and
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preparation than those who have not
(33.7 percent)

(Table 35).

One-third

claim budget preparation requires a major or

maximum proportion of time, in contrast to 11.2 percent of
those who have never been assistants.

TABLE 35.— Time required for budget planning and preparation
by previous experience as assistant principal
Experience as Assistant
Time

1 = no time

5
(5.1%)

17
(9.5%)

22

2 = minimum

24
(24.5%)

75
(41.9%)

99

3 = moderate

36
(36.7%)

67
(37.4%)

103

4 = major

28
(28.6%)

14
(7.8%)

42

5
(5.1%)

6
(3.4%)

11

5 = maximum

98

Total

(100.0%)

Chi square = 2 5 . 3 9

df = 4

179

277

(100.0%)
p < .001

A similar pattern is evident in Table 36, which pre
sents the proportion of time these two groups use for par
ticipation in student government activities.

Those princi

pals who have previously served as assistants devote larger
proportions of their time to student government activities.
In summary, three tasks, all related to the role of
School Manager,

show statistically significant relationships

with the variable of prior experience as an assistant
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TABLE 36.— Time required for participation in student govern
ment by previous experience as assistant principal
Experience as Assistant
Time

Total
Yes

No

1 = no time

32
(32.7%)

94
(52.5%)

126

2 = minimum

48
(49.0%)

70
(39.1%)

118

3 = moderate

14
(14.3%)

14
(7.8%)

28

4 = major

4
(4.1%)

1
(0.6%)

179

5 = maximum

0
(0.0%)

0
(0.0%)

0

Total

98
(100.0%)

179
(100.0%)

277

Chi square = 13. 91

df = 3

principal.

They are

£ < .01

preparing a master schedule, budget

preparation, and participation in student government activ
ities.

In each case, those principals with the experience

now devote larger proportions of their time to these
activities.
Summary

Chapter IV examined the characteristics and role and
task orientations of the Michigan principals.

It provided

a description of those situational, personal, and profes
sional characteristics that comprised the independent vari
ables for the study.

Secondly, these descriptions were
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followed by accounts of the essential dependent variables,
role and task orientations of the principals.

The opinions

of the principals were included regarding their training
needs and suggestions for more adequate preparation programs.
The final section examined relationships of the independent
variables and dependent variables with the goal of explaining
the impact of situational, personal, and professional charac
teristics upon the role and task orientations of the prin
cipals.
Chapter V will provide a summary of the study, will
present conclusions which can be drawn from the data regard
ing the role of the principal in the 1970's, and will make
suggestions regarding necessary competencies and tasks which
should be included in programs of principal preparation.
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CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
Summary

The role of the principal is changing.

There is

increased pressure on today's principal to provide quality
instructional programs, while at the same time managing human
and financial resources in an efficient manner.

The princi

pal is confronted with both the challenge of maintaining
harmonious and equitable realtionships within the school
setting and the necessity of cultivating interest and support
for the school's programs in the community.
cipal wears many hats:
Personnel Leader,

School Manager,

Thus,

the prin

Instructional Leader,

and Community Leader.

There is a need for more adequate preparation programs
for principals.

Principals feel overwhelmed with the kind

and number of tasks they now face, and they express dissat
isfaction with previous educational experiences that have
been neither helpful nor appropriate.

To meet this chal

lenge, a greater effort is being made to identify those tasks
occupying the time and attentions of principals with the
possibility of translating these tasks into competencies or
instructional objectives in principal preparation programs.
While the professional literature abounds with opinions

95
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of what principals "ought" to do with their time, there was
little evidence of how principals of the 1970's actually
spend time on the job.

Little is known about the tasks

principals believe to be critical for effective leadership
in their present work settings, and, consequently, little
is known about their training needs.
This study of Michigan principals was designed to pr o 
vide insight into the emerging role of the principal of the
1970's as defined by time utilization on the job.

It sought

to obtain a clearer understanding of the array of timeconsuming tasks demanding attention, but especially those
tasks deemed critical by practicing principals for creating
effective learning environments.

Finally, it was designed

to provide information which could impact on the structuring
of preparation programs that reflect an awareness of the
needs and responsibilities facing today's principal.
A sample of 476 principals listed in the Michigan Educa
tion Directory was examined.

Of the 288 responding

cent) , 186 were elementary-,

(61 per

43 were middle-, and 58 were

senior high-school principals.
A survey instrument was developed to obtain information
regarding the situational, personal, and professional char
acteristics of this group.

These data provided the indepen

dent variables for the study.

The principals were asked to

indicate the role which now occupied the largest proportion
of their time:

School Manager,

Instructional Leader,
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Personnel Leader, or Community Leader.

They were also asked

to indicate the proportion of time required for each of 43
tasks which had been gathered from a literature review and
from practicing principals pretesting the survey instrument.
A 5-point scale was developed to help principals estimate
the proportion of time a task required.

These role and task

orientations served as the essential dependent variables for
the study.
Principals were also asked to list the areas in which
they felt inadequately prepared.

They were to describe edu

cational experiences which proved to be valuable in their
work situations, and they were asked to make specific r ecom
mendations for more adequate training programs for future
principals.
A frequency distribution was used to report the descrip
tive data of all independent and dependent variables.

By

use of chi square tests, the 16 independent variables were
examined for possible statistically significant relationships
(£ < .05) with the time-consuming roles.

Where such rela

tionships existed, these independent variables were further
examined for statistically significant relationships with
proportion of time spent on each of the 43 selected tasks.

Findings

One-half of the 288 principals responding to the q u e s 
tionnaire have school enrollments between 401 and 800, wit h
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corresponding staff sizes of 21-40.

Two-thirds of the prin

cipals have no assistant on staff with which to share
responsibilities.
The overwhelming majority of the principals are male.
More than three-fourths have a master's degree, with 17 per
cent having earned either a specialist or a doctorate.

A

majority prepared in the area of administration, and their
studies included a course on the principalship.

Two-thirds

of them taught 10 years or less before assuming a principal
ship, with one-third having taught for more than 10 years.
Nearly equal numbers of these principals have had either 1-5
years of experience,

6-10 years, or over 10 years.

Only one-

third of them have had prior experience as an assistant
before assuming a full principalship.
Two-thirds of the principals claim to be active or very
active in their professional organization, with over one-half
having held a leadership post at some time.
Job satisfaction is high, with nearly half indicating
that the principalship represents their career goal.

Another

one-fourth want to remain in public school administration,
but they see the principalship as a stepping-stone to a
central office staff position or superintendency.
Tasks related to the role of School Manager occupy the
largest proportion of their time, according to 60 percent
of the principals.

The second most time-consuming role is

Instructional Leader,

followed by Personnel Leader, and,
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lastly, Community Leader.
The School Manager role is most time-consuming because
it represents a greater number of related tasks, not because
it is more highly valued or because it represents the great
est number of time-consuming tasks.

In fact, the average

amount of time spent on each of the School Manager tasks is
the lowest of all the four roles.

Tasks related to Instruc

tional Leader have the highest average of item means,

fol

lowed by Personnel Leader, Community Leader, and then School
Manager.
The importance of the Instructional Leader role is
further substantiated by a rank ordering of the 10 most timeconsuming tasks.

Of these tasks,

5 are related to Instruc

tional Leader, 2 to Personnel Leader,

2 to School Manager,

and 1 to Community Leader.
Of equal importance is the fact that of the 10 tasks
most highly valued by the principals,

6 are related to the

role of Instructional Leader, with only 1 related to School
Manager.

Two tasks involve the principal as Personnel

Leader, and 1 as Community Leader.

Of the 10 least valued

tasks, 9 relate to the School Manager role.
Despite the large number of School Manager tasks, prin
cipals are devoting the largest blocks of their time to those
individual tasks they value highly.

Nine of the tasks on

both the lists of most highly valued and most time-consuming
are identical:

(1) meeting with individuals or groups on
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matters regarding curriculum change or improvement;

(2)

providing direct assistance to the teaching staff through
formal and informal evaluation;

(3) developing, with indi

viduals or groups, performance criteria for the improvement
of instruction;

(4) supervision of professional and nonpro

fessional staff;

(5) promoting staff morale;

of existing programs within the building;
resource person to the teaching staff;

(6) evaluation

(7) serving as a

(8) becoming familiar

with instructional programs or processes now being used in
the building; and

(9) formal and informal meetings with

parents or students in the building.
The principals expressed a need for more adequate prep
aration in the area of human relationships, namely, maintain
ing satisfactory relationships with students and staff while
confronted with the ongoing challenge of improving the
instructional program.

Strong need was also expressed for

formal and informal evaluation techniques for determining
the merit of existing programs and bringing about change and
improvement.

Others expressed the need to handle the large

number of management tasks in a more efficient manner.
Smaller numbers of principals claimed to be inadequately
prepared in school finance and school law.
When asked to indicate the kinds of courses which have
been valuable to them, the principals listed management, cur
r iculum and instruction, human relations, and internships.
Only a few specified beneficial courses on school finance.
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These principals1 suggestions for more adequate prep
aration programs parallel their expressed training needs:
human relations,

evaluation, law, and finance.

However,

they suggested an internship program as opposed to more
management courses.
Of all 16 independent variables, only 2 have statis
tically significant relationships w ith roles chosen as most
time-consuming.

The 2 variables are school level and prior

experience as an assistant.

The principals at each higher

school level and those who had previously served as assis
tants were more likely to designate School Manager as the
most time-consuming role.
These 2 variables— school level and prior experience
as an assistant— were further examined for statistically
significant relationships with the proportion of time spent
on each of the 4 3 tasks.

Seven tasks show a positive cor

relation with school level:

The higher the school level,

the greater the proportion of time required for maintaining
routine student discipline, student government activities,
extracurricular activities, preparation of a master schedule,
budget preparation, coordination of special services,
selection and assignment of teachers.

and

Two tasks show a

negative correlation, with elementary principals requiring
more time for serving as resource persons to teachers and
working with public agencies in the community.
Three tasks are related to prior experience as an
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assistant principal.

Those with the experience now use

larger proportions of time on preparing the master schedule,
budget preparation, and student government activities.

Conclusions

What conclusions can be drawn about the data relating
to the three stated purposes of this study:

(1) a redefini

tion of the principal's role for the 1 9 7 0 's,

(2) identifica

tion of necessary tasks and competencies, and

(3) recommenda

tions for more adequate preparation programs?
Redefinition of p r inci p a l 1s
role

The principal is becoming more involved in the instruc
tional process than ever before.

This fact is best substan

tiated by examining the increased time spent by senior high
principals on various tasks.

It has already been noted that

elementary principals designated Instructional Leader as the
most time-consuming role more often than did the other
groups.
The 1952 study on the secondary-school principalship
in Oregon

(McAbee, 1958)

ture of principals'

time.

developed criteria for the expendi
Supervision and instructional

improvement received the largest proportion of time
p. 14).

(Table 2,

It was evident, however, that this task received

about one-half the actual amount of time as did office
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routine

(Table 1, p. 13).

The comprehensive study of the secondary school princi
palship in 1963 and 1964

(Hemphill, 1965)

reported a majority

of the principals spending only 1 percent to 6 percent of
their time on such tasks as meeting with groups of teachers
about curriculum and instruction and meeting with individual
teachers on matters related to teaching proficiency.
An earlier examination of some of the tasks related to
the role of Instructional Leader did not evidence statisti
cally significant relationships with school level.
of the senior high principals' responses, however,

A review
shows

larger proportions of time being devoted to these tasks than
would be expected when compared with the other studies
(Table 37).
From an examination of the tasks these principals value,
it is evident they view themselves more as educational
leaders and less as educational administrators.

While they

have not been able to escape the barrage of administrative
detail in maintaining their organizations,

their interests

and goals reflect their desire to facilitate change, develop
criteria for measuring excellence in curriculum and instruc
tion, and, in general,
for students.

improve the learning opportunities

They express the need for improved skills in

human relations and evaluation not as ends in themselves,
but as means to facilitate the development of a quality
learning environment.
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TABLE 37.— Proportion of time (in percentages) required by
senior high-school principals on selected Instructional
Leader tasks
Instructional Leader Task

1 = no time

1
(1.8%)

2
(3.5%)

1
(1.8%)

1
(1.7%)

2 = minimum

7
(12.3%)

14
(24.6%)

8
(14.0%)

9
(15.5%)

3 = moderate

26
(45.6%)

27
(47.4%)

28
(49.1%)

20
(34.5%)

4 = major

20
(35.1%)

12
(21.1%)

15
(26.3%)

24
(4.44%)

3
(5.3%)

2
(3.5%)

5
(8.8%)

4
(6.9%)

5 = maximum

aTask A = Meeting with individuals or groups on matters
related to curriculum and instruction.
bTask B = Becoming familiar with instructional programs
or processes now being used in building.
cTask C = Formal or informal evaluation of existing
programs.
^Task D = Providing direct assistance to the teaching
staff through evaluation.

The data do not support the currently popular views of
Rand and English

(1968), Thurmond

(1969), and Trump

(1972),

who believe the instructional and management duties will be
divided among new specialists with titles such as coordinator
of administrator services,

coordinator of learning,

manager, or teaching research associate.

school

The Michigan prin

cipals, while they highly value the role of Instructional
Leader, are still coping with the array of management tasks
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that principals have traditionally faced.

It may be true

that assistant principals share the brunt of these management
tasks, but less than one-third of the principals have an
assistant.

Lessinger

(1975) presented a more appropriate

description of these principals when he wrote,

"The princi

pal's responsibilities now embrace the entire set of manage
rial and instructional functions, and the principal is
expected to cope in spite of ambiguity, conflict, and diver
sity in expectations,

power, and experience"

(foreword).

Identification of necessary
tasks and competencies

While it was never the stated purpose of this study to
identify all the necessary job tasks or competencies related
to effective leadership in the role of principal, those tasks
which presently occupy the largest proportions of these
principals'

time should be considered important.

The very

fact that they demand such large blocks of a principal's time
demands that they be executed in an effective and efficient
manner if the principal himself is to gain the respect and
cooperation of his staff.

The 10 most time-consuming tasks

having item means of 3.0 to 3.5 are:
1.

Developing and enforcing school procedures,
rules, regulations, and maintaining routine
student discipline.

2.

Supervision of the professional and nonpro
fessional staff.
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3.

Meeting with individuals or groups on matters
of curriculum improvement or change.

4.

Providing direct assistance to the teaching
staff through formal or informal evaluation
procedures.

5.

Formal or informal evaluation of existing
prog r a m s .

6.

Becoming more familiar w ith the instructional
programs or processes now being used in your
building.

7.

Serving as a resource person to the instruc
tional staff.

8.

Gathering information needed for decision
making.

9.

Formal or informal measures of promoting
good staff morale.

10.

Formal or informal meetings w ith parents of
students in the building (school visits, Open
House, parent organizations).

This is not to suggest that only the most time-consuming
tasks are necessary for effective leadership, but that they
should be considered as important tasks confronting the prin
cipal of the 1970's.

Indeed, any task that requires even

the smallest proportion of v. principal's time could be con
sidered worth doing efficiently.
These 10 most time-consuming tasks may reflect the
expectations of the situations within which the principals
work.

Another perspective on necessary tasks or competencies

could be gained by looking at the 10 tasks valued most highly
by these principals.
almost identical.

As revealed earlier, these lists are

The one additional task would be
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developing, with individuals or groups, performance criteria
for improvement of instruction.

Recommendations for more adequate
preparation programs

An adequate preparation program mus t at least train
principals to carry out the tasks that the majority of these
principals face during a typical school year.

An exceptional

preparation program should train principals to also carry
out those tasks that practicing principals perceive to be
critical for effective leadership in the public school.
Consequently, recommendations for the preservice training
of principals should focus on the lists of 10 most timeconsuming and 10 most highly valued tasks.
These two lists of tasks represent the concerns voiced
by the Michigan principals when asked to indicate areas in
which they felt inadequately prepared.

The three most fre

quently cited categories were human relations
evaluation

(25 percent ) , and management

(28 perc e n t ) ,

(22 pe r c e n t ) .

These two lists of tasks also reflect the suggestions
made by the principals for more adequate preparation pro
grams.

Human relations was cited by the largest percentage

of principals
cent) .

(32 percent),

followed by evaluation

(23 per

In the place of more management courses, however, an

internship was suggested as a necessary component of a
preparation program.

One principal wrote,

"Some time should
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be spent on the job for credit starting with such activities
as attendance,

student government liaison, and observing the

professional staff."

He added,

"There should be no writing,

just watching for techniques that work, control and student
response, and these should be discussed with the principal
later."

Other kinds of comments were,

"There should be more

on-the-job training and careful supervision of this training,"
and "there should be actual practice as an intern for at
least one year with a practicing,

successful principal."

Tasks related to school law and school finance did not
surface on the lists of most time-consuming or most highly
valued.

However, these two areas were mentioned by princi

pals as areas in which they felt inadequately prepared.
Both of these areas were suggested for inclusion in an ade
quate preparation program.

Jacobson et al.

(1973) wrote:

It is impossible to deal adequately with the
p r i n c i p a l 1s role in negotiations in a text dealing
with general administration, but every principal
should familiarize himself with the problem.
The
effects of the negotiation process are so farreaching that the principal must play an active
role.
Although there has been a tendency to
ignore the principal or relegate him to the role
of onlooker, he must be represented in any nego
tiation team.
(p. 385)
Regarding financial responsibilities of the principal,

they

wrote:
The rapid increase in school size and the changed
conditions under which schools operate today have
greatly increased the business responsibilities
of school principals. . . . The efficient operation
of these schools makes heavy demands on the business
competency of the principal.
Job analysis of the
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business functions required of school principals
runs into hundreds of duties and it is highly
important that principals and persons aspiring to
be principals take courses in school administra
tion in institutions of higher learning dealing
with the nature of the business aspects of school
administration.
(p. 441)
As a final word of caution, however, they added a viewpoint
that would find favor with the Michigan principals partici
pating in this study:
The tendency of all this is to make the principal
business-minded, but important as it is that
school principals become efficient managers of
their school enterprises, it is imperative that
they will not lose their perspective as educators.
In the final analysis they will be evaluated by
the quality of their leadership as educators
rather than their acumen as business functionaries.
(p. 441)
Suggestions for Future Research

While a study of role and task orientations is a logical
and necessary step in the structuring of adequate preparation
programs, it could be postulated that effectiveness as a
principal is as much related to how principals carry out
these tasks as to the nature of the tasks themselves.

Cold-

hammer' s study of the "beacons of brilliance" and the "pot
holes of pestilence"

(Jacobson et al., 1973) was such a

study, but it was limited to elementary principalships and
focused on leadership qualities and less on specific tasks.
An important question for further consideration is:

What

are the most effective ways of carrying out the most timeconsuming and most highly valued tasks of the principal of
the 1970's?
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SURVEY INSTRUMENT
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GENERAL INFORMATION

1.

I am now principal of

2.

_

an elementary school
_____

a junior high school

a middle school

a senior high school

I am
female

male

3.

The total number of students enrolled in my building is

4.

The total number of years I have been a principal is

5.

The highest university/college degree I have earned
to date is

6.

My highest degree earned is in the area of

7.

The total number of teachers/staff for which I am
responsible is

8.

Do you have an assistant principal?
_____ Yes
How many? _____

9.

No

The number of years I taught (or held a position on
the educational staff) before becoming a principal was

111
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10.

Were you ever an assistant principal before becoming
a principal?
______ Yes

11.

No

Have you ever taken a college/university course spe
cifically on the principalship?
_____ Yes

How active are you in professional organizations related
to the principalship?
Not especially active

_

12.

No

Very active

Moderately active

13.

Have you ever assumed a leadership position in one of
these professional organizations?
Yes

14.

No

Do you hold a leadership position now?
Yes

No

The following section is designed to obtain a picture of the
proportion of your time spent on various activities during
the course of a "typical y e a r . "
Consider each of the tasks or activities.
the proportion of your time each takes.

Try to estimate

In this section you are not being asked to indicate those
activities you value as an educational leader.
You are being
asked to estimate time spent on the job because of the spe
cial problems, requirements, and expectations of your present
position.
Please read carefully the descriptions of the answer cate
gories.
Indicate your answers by circling the correct
response for each item.
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1 = NO T I M E ; This activity never occurs or occurs
so rarely that it could in no wa y be considered
typical.
2 = M I N I M A L ; This activity occurs regularly but
represents only a few hours or less of my time.
3 = M O D E R A T E : This activity requires more than a few
hours of my time and consistently represents a
moderate portion of my time.
4 = M A J O R : This activity regularly receives a large
portion of my time.
There are few activities that
receive more of my time than this one.
5 = M A X I M U M : This activity represents the largest pro
portion of my time.
There are no activities that
demand more of my time than this one.

Activities related to the role of SCHOOL M A N A G E R :
1.

Maintaining records for your
use within the school and
those required by law.

1

2

3

2.

Gathering information which
you need for decision-making

3.

Delegating tasks and responsibilities to others

4.

Preparing and dispensing
information within the
school such as memos, bulletins, reports, or staff
meetings

1

2

3

Developing and enforcing
school p r o cedures , r u l e s ,
regulations, and maintaining routine student dis
cipline

1

2

3

5.

6.

Dealing with major school
disturbances

7.

Developing procedures or
goals with the superintendent, central office staff,
or school board

8.

Participating in student
government

,

0

o

.

~

,

.

_

_

1

2

3
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9.

Handling staff grievances

1

2

3

4

5

3

4

5

10.

Promotion, retention, or
failure of students

11.

Participation in teacher
negotiations

1

2

3

12.

Planning or supervising
extracurricular activities

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

Maintaining records and files
for financial reports

1

2

3

4

5

13.

14.

15.

Allocating resources among
teachers and school person
nel (physical space, supplies,
instructional materials, or
equipment)
Ordering, purchasing, or
requisitioning supplies
and equipment

1

2

5

16.

Organizing a schedule for
classes, students, and staff

1

2

3

4

5

17.

Budget planning

1

2

3

4

5

18.

Planning and maintaining
the safety of the plant
and personnel

1

2

3

4

5

1

2

19.

Activities related to opera
tion of food services in the
building

20.

Coordination of special
services

21.

Individual and/or committee
assignments on matters related
to the entire district

.

1

0

2

3

4

5

_

.

_

3

4

5

Activities related to the role of INSTRUCTIONAL L E A D E R :
22.

Meeting with individuals or
groups on matters of curriculum improvement or change

23.

Becoming more familiar with
the instructional programs
or processes now being used
in your building

24.

Formal or informal evaluation
of existing programs

1

2

3

4

1

2

3

4
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25.

Becoming better informed or
evaluating prog r a m s , instruc
tional procedures, or materials
and equipment not now being
used in your building

26.

Providing direct assistance to
the teaching staff through
formal or informal evaluation
procedures

27.

Making notes and keeping
records of observations for
purposes of evaluation

28.

Developing with individuals
or groups performance criteria
for improvement of instruction

29.

Serving as a resource person
to the instructional staff

30.

Working with curriculum spe
cialists or consultants

31.

Planning for improved articu
lation or continuity between
grade levels within the
entire district

32.

Planning for the learning
needs of exceptional children
or those with learning dis
abilities

33.

Individual and/or committee
assignments on matters related
to the entire district

Activities related to the role of PERSONNEL L E A D E R :
34.

Selection and assignment
of staff

.
1

0
^

J

4

_
5

35.

Orientation of new staff
members

1

2

3

4

5

36.

Supervision of professional
and nonprofessional staff

1

2

3

4

5

37.

Planning and/or leading
in-service programs

1

2

^

4

5

38.

Formal or informal measures
of promoting good staff
morale

3

4

5

1

2
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39.

Individual and/or committee
assignments related to personnel for the entire district

1

2

3

4

5

Activities related to the role of COMMUNITY L E A D E R :
40.

41.

42.

43.

Formal or informal meetings
with parents of students in
your building (school visits,
Open House, parent organiza
tions )
Formal or informal contacts
within the community in which
you attempt to determine com
munity needs and attitudes

1

1

2

2

3

3

Using some effective means
of conveying information
about the school to the
community

.
1

2

3

Working with noneducational
public agencies in the community (police, health, wel
fare, or judicial agency)

1

2

3

Please list any other activities not listed above which
regularly demand a portion of your time.
Indicate the
proportion of time each activity repres e n t s :
44.

1234 5

45.

1234 5

46.

1234 5

Look back over the entire list of activities above (including
the ones you may have a d d e d ) . As the educational leader of
your building, if: you were able to use your time as you feel
you s hould, which activities would you consider m ost criti
cal?
Choose the five activities which you believe to be so
significant that they should represent the largest propor
tions of your time as principal.
Write the numbers of the
activities in the blanks provided.
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47.

Which role, because of the special requirements,
problems, and expectations of your present position,
demands the largest proportion of your time?
_____ School Manager
Instructional Leader

48.

_____ Personnel Leader
_____ Community Leader

Which role demands the second largest proportion of
your time?

Instructional Leader

Personnel Leader
_

School Manager
_____

Community Leader

49.

List the tasks which you believe most principals are
not adequately trained to carry out:

50.

Were there particular courses which you took at a
college or university which have proved especially
beneficial to you as a principal?
Describe them
briefly.

51.

Do you have any suggestions for more adequate prepara
tion of principals in Michigan? What do you believe
is critical for prospective principals to know?

52.

Check the item below w hich best represents your career
goal:
Teaching or part of the educational staff
such as counselor
Principalship
Central office or assistant superintendent
_____ Superintendent
A position in a college or university
Private employment
Other

(please specify) ____________________________
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53.

Indicate your degree of satisfaction with your present
role as a principal:
Not satisfied at all
_____

Somewhat satisfied
Satisfied
Very much satisfied

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

APPENDIX B

LETTERS TO PRINCIPALS
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Department of Educational
Leadership
College of Education
Western Michigan University
Kalamazoo, MI
49008
April 20, 1976

Dear Principal:
The Department of Educational Leadership at Western is
planning to increase its offerings to those preparing and
those now serving as school principals.
The growing sig
nificance of the principalship role in education is being
facilitated, we believe, through processes of decentraliza
tion in various school systems designed to give principals
greater leadership responsibility.
Recognizing this trend,
there are school system/university partnerships attempting
to define and relate effective performance measures to
preparation.
We would like very much to hear from you.
You have a unique
vantage point from which to comment— familiar with the advan
tages and limitations of a university setting, but deeply
aware of the professional demands being made on school prin
cipals today.
We would like to have you complete the
enclosed questionnaire, staple it with the Western Michigan
University return address on the outside, and return it by
April 30.
The questionnaires are coded for bookkeeping pur
poses only should a second mailing be necessary, but your
responses will be entirely anonymous.
We know what a busy time of the year this is for you, but
we would appreciate your sharing a few minutes with us.
Sincerely,

Rod Roth, Ph.D.
Chairperson

Mary Bowman
Research Assistant

120
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Department of Educational
Leadership
College of Education
Western Michigan University
Kalamazoo, MI
49008
May 10, 1976

Dear Principal:
You may have overlooked a recent letter from Dr. Rodney Roth,
chairperson of the Department of Educational Leadership at
Western Michigan University.
Included was a request for
information about the professional demands made on practicing
principals in Michigan.
Your response would be greatly appre
ciated as plans are being made to provide more adequately for
principal preparation.
The questionnaire takes approximately 20 minutes to complete.
When you finish, fold it and staple it with the Western Mich
igan University return address on the outside.
The code
number was for bookkeeping purposes only in preparation of
this follow-up letter,
Your responses will remain entirely
a nony m o u s .
We know this is an extremely busy time of the year for you.
Any information you can supply for us will be greatly
appreciated.
Sincerely,

Mary Bowman
Research Assistant

121
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